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Abstract 
This thesis begins by thoroughly reviewing classical theories of adoption such as 
the diffusion of innovation theory, and the technology acceptance model, and 
subsequently analyses literature on pertinent theories which have been highlighted 
as drivers of adoption such as the Resource-Based View, Firm Strategy, Culture 
and the Digital Divide. Prior to this however, the afore-mentioned classical 
adoption theories were contrasted with the Post-Internet debate which explored 
Information Asymetry and Disintermediation. Having conducted this review it 
was determined that the leadership/ownership role had not been sufficiently 
emphasized in technology adoption, therefore this work sought to more clearly 
identify these personal factors in combination with the previously explored 
factors. The overarching theory of Organizational Decision-Making was used to 
provide a framework to identify drivers of decision-making processes in general 
and then apply these to the internet adoption context. This thesis aims to identify 
the combination of antecedents of technology adoption for travel firms and distil 
factors to identify the key determinant of the adoption of the internet for sales and 
marketing purposes in small, owner-managed travel firms. It examines the firm 
characteristics which are associated with adoption behaviour such as strategy and 
resources, as well as external factors such as culture and the digital divide. In 
addition to external and firm factors, personal factors such as ownership and 
leadership are explored at various stages of adoption. 
 
A predominantly qualitative methodology was used to interview travel agencies in 
the context of Jamaica. All firms which have similar characteristics in terms of 
ownership and management structure, in particular where owners are themselves 
the managers and provide leadership for the organization, were interviewed. The 
owner-managers of these firms were interviewed to gather deep perspectives from 
local industry experts on industry challenges, current technology involvement and 
future directions. Exploratory descriptive quantitative methods were used to 
analyze firm characteristics and their relationships to internet adoption for sales 
and marketing as well as the intention to use these technologies in firms, while a 
deeper exploration into owner-managers was achieved through qualitative 
enquiry. A pilot study and 2 phases of data collection were carried out. The 
findings indicate that the leadership role is more significant than has been 
previously posited.  
 
The contribution to knowledge is new in that it takes a unique approach to an 
understanding of technology adoption in firms by creating a comprehensive 
conceptual framework for adoption based on previous research and then creates a 
model that shows the factors and variables that drive adoption at each stage of the 
adoption process from a personal leadership perspective as well as the 
organizational perspective. Ultimately it is hoped that this focus on each stage of 
adoption will provide insights into firm adoption behaviour as a consequence of 
leadership characteristics.  
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1.1 Introduction 
This thesis focuses on the adoption of Information and Communication 
Technologies (ICTs) in firms by moving from the generic to the specific. 
Mainstream theories of Strategic Management and Organizational Decision-
Making provide useful insights about organizational behaviour in general, and 
inform the more focused discussion surrounding technology adoption decision-
making and in particular technology adoption decisions in small, owner-managed 
travel firms. 
 
The idea of using ICTs in the travel industry is not a novel one and stems from the 
first reservation systems in the 1950s to the tourist information systems like TIS 
and Gulliver of the 1980s (Werthner 1995(a); Werthner 1996; Werthner and Klein 
1999) to major global distribution systems (GDSs) like SABRE and Amadeus in 
the 1990s to the enormous number of current travel activities on the Web. Now 
more than ever however, it brings a multiplicity of players together with relatively 
easy access to each other and each other’s information base. The implication of 
this is clearly that a more level playing field has been created with more options 
available to the creators of products and services and the final consumer. Internet 
booking brings new independence for suppliers and travelers (Poon, 2001). New 
value chains and value systems are emerging and the players within the industry 
have to redesign their strategy under the power of ICTs (Buhalis, 2002). 
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While this study ultimately focuses on the adoption of the internet for sales and 
marketing purposes, there are certain preconditions which must be met in order 
for firms to reach certain levels of ecommerce adoption. The work of Moital et al. 
(2009) espouses the concept of innovation interdependence which identifies the 
necessity of previous technology conditions in order for ecommerce to take place. 
For example, the adoption of the internet is necessary in order for internet sales 
and marketing activity to take place. Likewise the adoption of computer 
technology is important in firms in order for internet adoption to take place.  
 
This dependency relationship at each level of adoption allows for this work to be 
approached from the innovation interdependence perspective and facilitates the 
exploration of all levels of technology adoption (computers, internet and 
ecommerce). The logic is that the understanding of a higher level of technology 
adoption presupposes an understanding of lower levels of adoption which are 
prerequisites to that higher-order adoption practice. Therefore the hierarchical 
approach of investigation in this study assesses computer adoption, internet 
adoption, website adoption (general information), ecommerce adoption and social 
media adoption. 
 
Since 2000 it has been argued that there are varying levels of internet readiness on 
the international landscape. Canadians and North Americans in general were keen 
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users. According to Law and Leung (2000) Europe lagged behind North America 
by 14-18 months for internet penetration. Although there is now a smaller 
disparity between Europe and North America, the developing world and in 
particular the Caribbean typically lags behind both. There are obvious 
implications for countries which are slower on the uptake of ICTs and for 
businesses operating in those contexts. Intermediaries in Jamaica, which are 
predominantly travel agencies that focus on the outbound traveler, may not 
experience some global issues such as disintermediation at the same rate as more 
developed economies and may therefore become less strategic and proactive. This 
is due in part to feelings that the locals who are outbound travelers in the region 
are not internet enthusiasts, because of a high risk perception in making online 
purchases; a view which coincides with the work of Lin et al. (2009). 
 
The travel firms in Jamaica are predominantly outbound agencies; however a 
discussion of the inbound travel climate and the digital divide (unequal 
technology access) which exists between tourists and destinations is useful to the 
extent that inbound travel provides a gap which may be filled by these local 
agencies. The inbound market has been largely ignored by these firms on the 
grounds that it does not provide a commission in the same way that outbound 
travel does; this represents a short-sighted view and does not take into 
consideration issues of value-adding and dynamic packaging. While the digital 
divide may have been reduced, more recently, Minghetti and Buhalis (2010) still 
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identified that there are multiple technological divides which exist between 
tourists and destinations within developed countries and between developed and 
developing countries. This will lead to varying levels of digital exclusion.  
 
Previous research on the digital divide has not explored the tourism context in the 
way that this has been done by the work of Minghetti and Buhalis (2010). In 
particular it points to important marketing and communication challenges 
between tourism generating countries and tourism destinations. It is increasingly 
evident that high-tech tourists, regions or enterprises meet in an electronic 
marketplace and interact directly on electronic platforms, which greatly reduces 
the need for spatial as well as temporal synchrony for information and 
distribution. Minghetti and Buhalis (2010, p. 278) articulate that: 
  
“The study of the digital divide is critical for less technologically 
developed regions that need to expand their ICT usage to be able to 
promote their offerings, interact with consumers, and reduce their 
dependency on intermediaries.”  
 
An important argument from this article is that medium- and low-digital-access 
tourists and destinations still depend on analog transactions and physical 
intermediaries to develop their planning processes for stimulating vacations in 
these destinations. This is very applicable to the Jamaican context which is a 
relatively low –digital access destination catering to high-digital access markets 
such as the United States and the United Kingdom. There is still a fairly high 
dependence on physical intermediaries in these tourist generating countries as the 
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tourist board and tourism and hospitality enterprises maintain sophisticated 
relationships with agencies in the American Society of Travel Agents and the 
Association of British Travel Agents.  
 
Three issues emerge as a result of this arguable overdependence. The first is that 
high-tech tourists in these high-access countries who prefer to interact in the 
electronic marketplace may not be captured in the island’s marketing efforts. The 
second is that the destination image may be affected when high-tech tourists are 
unable to sufficiently interact with the destination in cyber space. According to 
Govers et al. (2007, p. 19) “covertly induced and autonomous agents, in 
particular, have a dramatic influence” over destination image in the minds of 
consumers. These agents include television, magazines and the internet. While a 
significant amount of Jamaica’s marketing budget is spent on television 
advertising (Williams and Spencer, 2010), internet promotion and interaction 
receive far less attention. The major implication is that initial television exposure 
may lead potential tourists who are high-tech, in search of information and 
booking options on the web, which may create a poor destination image when 
these needs are not met. 
 
The third and most significant issue is that local travel agencies in Jamaica do not 
play a role in driving inbound travel and tourism to the island. These agencies, 
which have seen a decrease of more than 50% in the number of companies in 
operation over the last ten years, typically cater to the outbound market. This is so 
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because they do not get a commission for inbound travel sales. The ability of 
agents to leverage their importance may however come from an improved 
capacity to meet the need for an online presence for the country. These agencies 
now receive little attention from statutory bodies and a greater contribution to the 
island’s tourism may present a strong case for governmental collaboration and 
support. The challenge however is that many of the firms do not engage in more 
than simple internet activities of emailing, while less than 5% of these firms have 
active company websites, according to preliminary data in this study. The 
question of what stimulates these companies to adopt various levels of internet 
technology becomes a pivotal one to any discussion of their changing role. 
 
1.2 Industry Challenges and the External Environment 
This thesis was influenced by the observation that travel agencies in Jamaica, 
particularly at the time when the concept of travel disintermediation was fairly 
new to the region, started facing significant challenges with drastic commission 
reductions that saw the number of firms decline from 105 to 43 over the period of 
1999-2009, according to the president of the Jamaica Association of travel Agents 
(JATA). A closer examination revealed that there were very few changes to 
operational procedures in these firms over this period despite the changes which 
were taking place in the global market place. The most static area of operations 
related to technology use. Subsequent to the adoption of Global Distribution 
Systems (primarily Sabre and Amadeus) in the 1990s, there was very little new 
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adoption of technologies in particular those which have a direct impact on sales 
and marketing despite the global internet revolution.  
 
This presented the need to understand why there was such a low level of adoption 
in these firms despite the need for a rejuvenation of business practices through 
innovative business models. An understanding of why internet adoption for sales 
and marketing is low in these firms may provide insights into an explanation for 
why firms with similar characteristics in similar contexts have high or low levels 
of adoption. This research takes a comprehensive look at possible drivers before 
identifying a key determinant. The theoretical context further explains pertinent 
issues and challenges in the global environment. 
 
 
1.3 The Theoretical Context 
Studies related to technology adoption may be categorized as pre-internet or post-
internet phase studies. Dominant works in the pre-internet phase had their 
foundations in the work of Rogers (1962) and Davis (1989). Fundamental 
differences in these schools of thought lie in their approaches to understanding the 
drivers of adoption. In Rogers’s (1962) diffusion of innovations, he focuses on 
innovation, communication and the role of the social system, while in Davis’s 
(1989) technology acceptance model, the emphasis is on individual perceptions 
about whether a particular technology innovation is easy to use or meets 
individual needs (usefulness).  
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In the post-internet phase, the debate suggests that technology is now more 
pervasive and widespread than earlier technologies such as those which enhanced 
the productivity of farming processes for example those originally studied by 
Rogers (1962). The industrialized world over the last 30 years has been making a 
transformation from an industrial economy to an information economy, and this 
may be seen in the development of the literature. According to Parker (1988), 
information, rather than land or capital, will drive the creation of wealth and 
prosperity over the next several decades. Technology is irreversibly changing the 
business world and internal organizational operations. Drucker (1990) further 
argues that there is a transformation in which it is knowledge and not capital, 
natural resources or labour, which has the greatest impact as a means of 
production.  
 
Technology which facilitates knowledge transfer allows for competitive 
advantage for businesses (Porter, 2001). There is a difficulty however in 
providing a succinct definition of ICT. Buhalis (2002) points out that ICTs 
include hardware, software, groupware, netware, as well as the intellectual 
capacity to develop, programme and maintain the equipment. Due to the 
complexity and breadth of these electronic tools that facilitate the strategic 
management of organizations, it is important to note that this thesis aims to focus 
on what is arguably the most pervasive of these tools; the internet. 
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1.3.1 The Internet Explosion 
Although conceived in 1969 the internet never had widespread use as we know it 
today until 1991. In comparison to other technologies the internet spread much 
faster throughout the world and all dimensions of organizations and industries 
have to be re-examined in the light of the power of this new ICT (Klein 1996; 
Bakos 1998; Amit and Zott 2001). Other theorists in the post-internet phase argue 
that the internet affects every part of the business’s operation from internal 
processes to external relationships, as well as modifying and restructuring entire 
economic sectors (Kalakoa and Whinston 1996; Gatty 1998; Ghosh 1998; 
Timmers 1998; Wirtz 2001). 
 
The reality is that the reach of the internet has spread across geographical regions 
more than any other technological development (Tang and Yang, 2011). The most 
striking characteristic is its ability to permeate multiple economic sectors and 
industries and transform the business operations internally and externally. 
 
 
1.4 The Research Context 
It is important to discuss the context within which the research is being carried out 
although the emphasis is on theory contribution. While the findings are 
transferable to some degree, the nuances of the context provide a basis for the 
generalizations in the study. 
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1.4.1 The Economic Context 
Travel and tourism has emerged as the leading economic activity due to the 
economic crisis of 2008 which has affected the bauxite industry in Jamaica. 
Understanding the local economic environment within which these firms operate 
is paramount. The country is a middle-income, oil-importing country that 
attempted diverse economic development strategies during the 1970s and 1980s. 
The major sectors of the economy were bauxite and alumina, tourism, 
manufacturing, and agriculture (Statistical Institute of Jamaica, 2010). Bauxite 
and alumina, in particular, set the pace for Jamaica's post World War II economic 
growth through new investment and foreign exchange earnings. Bauxite 
production declined rapidly in Jamaica in the 1980s however, because of the 
prolonged recession in the world aluminum industry, global oversupply, and the 
departure of multinational producers. Tourism declined in the 1970s, but 
recovered between 1980 and 1986, thus becoming the second most important 
sector of the economy. According to Meditz and Hanratty (1987), manufacturing, 
a quite diversified sector, underwent structural changes in the 1980s when 
production was refocused on exports rather than on the domestic market. 
Agriculture, the heart of the Jamaican economy for centuries, has been in relative 
decline for decades since World War II.  
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1.4.2 The Social Context 
With a population of 2.7 million people (STATIN, 2010), the social context has 
played a role in shaping technology perceptions as well as leadership traits in this 
relationship-oriented society. A major vehicle for this influence is the formal 
education system. Before independence from Great Britain in 1962, much of the 
educational system was provided by churches. Since then, the state has brought 
most schools into the public sector, although some private schools remained 
(Whyte, 1983). The authorities have prioritized universal literacy and, in the early 
twenty-first century, 88 percent of adult Jamaicans could read and write. Tuition 
is free in so-called basic (primary) and secondary schools. Compulsory education 
lasts, in theory, until age 16, but some 120,000 children aged between 12 and 16 
are not enrolled in school.  
 
Higher education courses are offered at a campus of the University of West Indies 
in Kingston as well as at University of Technology (formerly the College of Arts, 
Science and Technology), Northern Caribbean University, the Norman Manley 
School of Law, the College of Agriculture, the United Theological College, and 
teacher training colleges. In recent years numerous offshore universities from the 
United States have added to the number of offerings. 
 
Studies in tourism have existed at the University of the West Indies since the 
1970s, with students completing their final 2 years in the Bahamas. In 2006 the 
campus in Jamaica created a full three year programme for students wishing to 
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stay in the country to complete their tourism education. The other universities 
mentioned above have also contributed to tourism and hospitality training. 
Technology training saw significant growth when the College of Arts, Science 
and Technology became the University of Technology. These studies are usually 
undertaken by the more scientifically inclined and the trickle down of technology 
skills to the rest of the country has been slow; a direct impact on business in the 
island. 
 
1.4.3 Technological Context 
The travel firms in the study operate within the limitations of the technology 
which is available in the society which makes the technological context a critical 
element of understanding firm behaviour. Despite other challenges with 
broadband access for the population, Jamaica has a fully digital telephone 
communication system with a mobile penetration of over 95%.The country’s 
three mobile operators: Cable and Wireless (marketed as LIME – Landline, 
Internet, Mobile and Entertainment), Digicel, and Oceanic Digital (operating as 
MiPhone and now known as Claro since late 2008) – have spent millions in 
network upgrade and expansion. Both Digicel and Oceanic Digital were granted 
licences in 2001 to operate mobile services in the newly liberalised telecom 
market that had once been the sole domain of the incumbent Cable and Wireless 
monopoly.  
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With wireless usage increasing, landlines supplied by Cable and Wireless have 
declined from just over half a million to roughly about three hundred thousand as 
of 2006. A new entrant to the Jamaican communications market, Flow Jamaica, 
recently laid a new submarine cable connecting Jamaica to the United States. This 
new cable increases the total number of submarine cables connecting Jamaica to 
the rest of the world to four. The implication is that a desire to engage in 
ecommerce could be supported by this improvement in technology infrastructure. 
 
As a developing nation, Jamaica has much to gain from being a full participant in 
the global economy. Because the country’s primary trading partner is the United 
States, it is critical that they establish and maintain the infrastructure necessary to 
engage those consumers as fully as other nations around the world. Given the 
limited GDP of the nation and the skills of its inhabitants, Jamaica must continue 
to develop or face record deficits in Balance of Payments. Tourism, Agriculture, 
and Mining currently provide a substantial portion of the country's revenue. All of 
these local industries suffer from deficient technology by U.S. standards. 
 
1.4.4 The Travel Context 
Jamaica has never been a major tourist generating country. Most of the travel 
associated with the island is inbound. Tourism began in Jamaica in the 1890s, 
when the United Fruit Company, seeking to use the excess capacity of its ships, 
encouraged cruises to Jamaica, and tourist hotels were constructed on the island. 
Tourism, however, did not flourish until after World War II, when accelerated 
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depreciation allowances for investment in that sector helped to triple the number 
of hotels between 1945 and 1970. Inbound travel to the island has traditionally 
been dominated by the US traveler due to close proximity. Outbound travel has 
also largely been to the United States due to a high concentration of the Diaspora 
in that country. 
 
As a major destination Jamaica receives far more tourists than it generates. Data 
on the travel activities of Jamaicans to other countries for vacation or business is 
virtually non-existent; however it is expected that locals typically travel to visit 
friends and relatives given the limited economic means of the average household. 
While the actual statistics do not exist for outbound vacation travelers, the number 
of Jamaicans living in other countries suggests that there is a fairly significant pull 
factor for locals to visit. 
 
The Jamaican Diaspora is unusually large, with some estimates indicating that as 
many individuals of Jamaican descent may currently be living outside the country 
as within it. The Diaspora is concentrated in three countries: the United States, 
Canada, and the United Kingdom. About 637,000 Jamaican foreign born lived in 
the United States in 2008, with approximately 123,500 in Canada in 2006 and 
150,000 in the United Kingdom in 2008. This data is according to the official 
statistical bureaus in each country. 
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Travel from Jamaica is usually handled by physical intermediaries. These 
outbound travel agencies have faced significant challenges over the last decade. 
This is evidenced by an alarming decrease in the number of agencies with the 
number moving from 105 to 43 between 1999 and 2009. In 2000 American 
Airlines, British Airways and the regional carrier Air Jamaica cut commission 
from 9% to 6% for travel agencies in the region.  
 
According to the Jamaica Gleaner (2000) when Jamaican travel agencies 
attempted to boycott the sale of American Airlines tickets in response to the 3% 
cut in commissions in 2000, their efforts proved futile as the airline, which 
accounts for approximately 70% of air traffic to the region, simply decided that 
direct bookings was an option. The agencies’ position was further weakened when 
Air Jamaica and British Airways followed suit with similar cuts just two months 
later. Further commission cuts were experienced in 2009 from 6% to 3%. This 
and other changes in airline reservation models has undoubtedly lead to 
displacement of some Jamaican travel agencies, even resulting in some 
unregistered agencies transacting business illegally. According to the Minister of 
Tourism, these agencies have no insurance or protection for the client and several 
have got into trouble with customers who pay for travel which did not materialise 
(Jamaica Gleaner, 2011).The article also states that in an attempt to punish these 
rogue agencies, the Jamaican parliament has recently approved the legislation to 
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increase the fine from J$20 for each day they operate illegally, to a maximum fine 
of J $1million. 
 
It is clear that the current business model where these firms only cater to the 
outbound market to provide a limited set of services seems to be failing. This 
research posits that in addition to a re-examination of the market, the business 
practices and processes within these firms such as their technology usage rate, 
types of technology adopted and the purposes for which they have been adopted, 
must be assessed with a view to informing a more adaptable business model. 
 
1.5 The Aim and Consequent Objectives 
The aim of the research investigation is to identify and assess the key 
driver/barrier of internet adoption for sales and marketing purposes in small, 
owner-managed travel firms. Consequently the following objectives have 
emerged: 
1. To examine the combination of antecedents and drivers for various levels 
of technology adoption in travel firms. 
 
2. To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
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3. To investigate the influence of internal firm factors such as strategy and 
resources in technology adoption in owner-managed small firms. 
 
4. To investigate external firm factors such as the digital divide and culture in 
technology adoption in owner-managed small firms. 
 
5. To develop a model of technology adoption for owner-managed small 
travel firms that identifies the characteristics of leaders and firms at 
varying levels of technology adoption. 
 
1.6 The Structure of the Thesis 
Chapter 1 of the thesis provides the overall background to the study. This 
includes a broad introduction on technology issues in travel and tourism which is 
followed by the rationale for the study and the theoretical context which informed 
the debate. The context of the research is then presented to show the parameters 
within which firms operate. This includes the economic context, social context, 
technological context and the travel context. 
Chapter 2 provides a review of the theories surrounding technology adoption 
decision-making, which encapsulates the focus of this study. In doing so it 
addresses strategic management, organisational decision-making and technology 
adoption processes. This chapter also addresses antecedents in the technology 
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adoption discourse such as the digital divide, culture, leadership and resources. 
The chapter concludes with two conceptual frameworks showing how the 
constructs from the literature interact. 
Chapter 3 is the methodology chapter and it outlines the research perspective, 
epistemology, ontological position, previously used methods, the research design, 
the sample, instrument design and operationalization for both instruments. 
Chapter 4 is the first of the findings chapters titled Research Findings: Internal 
Firm Factors. This chapter aims to characterise the firms interviewed based on 
exploratory closed-ended questions, which highlight the current technology 
activities of the firm and the intention to use other technologies. This data was 
primarily gathered from closed-ended questions. This chapter also presents data 
collected through open-ended questions about the role of strategy and resources in 
making decisions about whether to adopt technologies in the firm. Issues of risk 
are also addressed here. 
Chapter 5- Research Findings: External Firm Factors looks at macro factors, 
such as culture and the digital divide which drive adoption decisions such as 
norms, values, traditions and technology access. It focuses on how these external 
factors influence innovative behaviour as well as the making of leaders in firms. 
Chapter 6- Research Findings: The Leadership Imperative is a pivotal chapter 
which emphasizes the role of leadership in technology adoption as the key 
determinant. While other factors play a role, the data reveals that leadership 
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occupies the most central role and the discussion of these findings are elaborated 
in this chapter. 
Chapter 7- Concept and Model Development gives a breakdown of how the 
emergent model from this research was developed through various stages of the 
process. It begins with a re-assessment of the earlier conceptual framework in 
chapter 2 and presents a revised iteration before demonstrating how single 
components of the final model were identified and how each was connected to the 
other to provide a coherent model. 
Chapter 8- Conclusion and Implications provides a final analysis of how this 
work meets the research objectives and contributes to the body of knowledge. It 
highlights why this research is new and why it is worthy of a doctoral designation 
by showing its intended impact on theory and practice. 
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2.1 Introduction 
The literature review explores the relationships between many variables which 
have been explored in relation to technology adoption and its antecedents over the 
last seven decades. It extrapolates the gaps and assesses the approaches taken with 
similar research. The review begins with an exploration of strategy issues in firms 
and then more specifically in the travel context. These strategic considerations 
provide the scope within which decisions, and ultimately decisions about 
technology-based innovations are made. This leads to a discussion of theories of 
organizational decision-making, which will provide the overarching framework 
for understanding decisions to adopt innovations in organizations. The work 
continues with an assessment of models of technology adoption such as the 
diffusion of innovations and the technology acceptance. 
 
Within this discussion a number of schools of thought are analysed such as the 
economic history perspective, the adoption perspective, the market and 
infrastructure perspective and the development perspective. A review of 
technology adoption in the post-internet phase is compared and contrasted to the 
pre-internet phase as this thesis ultimately focuses on the adoption of the internet 
for sales and marketing. Lower level technology adoption is examined due to the 
concept of innovation interdependence (Moital et al, 2009), which presupposes 
that computers are a necessary precondition for internet adoption, which is itself a 
precondition for website, ecommerce and social media adoption. 
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Post-internet phase discussions shifted the focus to differences in the levels of 
internet adoption, which precipitated the need to review the impact of macro 
variables such as the digital divide and culture which have been identified as 
influential in shaping personal factors. The personal factors of ownership and 
leadership, which are emphasized in this study, are then assessed within the 
broader context of organizational theory and decision-making, with an emphasis 
on relationships identified from previous research. Additionally the 
entrepreneurship literature is assessed to unravel more detailed leadership and 
ownership issues.  
 
It has been recognized however that a multiplicity of concepts and variables have 
been identified in the literature on innovation adoption and a critical review is 
carried out on the complementary role of the resource based view of firms (RBV), 
which has been identified as a driver of technology adoption in previous research. 
The literature review concludes with the more general gaps and two emergent 
conceptual frameworks in Figure 2.1 and Figure 2.2, created by the author known 
as (1) Firm Technology Adoption Framework: First Order Iteration and (2) 
Technology Decision-Making Input Framework. 
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2.2 Firm Strategy 
Strategic management theory addresses the long term vision of organizations. It 
also speaks to competitiveness and factors that drive competiveness. The 
literature on strategic management provides scope for one of the objectives in this 
study which is to investigate the role of internal firm factors such as strategy and 
resources in technology adoption in owner-managed small firms. The 
competitiveness approach was pioneered by Porter (Porter 1985; 2001) which 
states that a company develops its business strategies to obtain competitive 
advantage over its competitors. In his seminal work Porter (1985; 2001) points to 
five competitive forces, which have been extensively used by researchers (David, 
2007; Kim et al. 2004; Stonehouse and Snowdon, 2007; Poon, 1993; Wynne et al.  
2001) over the last three decades.  
 
Much of the research however has indicated that firm strategy must be influenced 
by competitors as well as markets. While these are useful arguments they are both 
output driven discussions with very little emphasis on inputs such as ownership, 
leadership and resources. It is critical that this work fills the gap in discussing 
input considerations. Also, while previous research has focused on markets and 
competitors, it has only superficially assessed the impact of strategy on 
technology adoption and other processes. Competitive strategies therefore need to 
become a pivotal part of the adoption discourse. 
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2.2.1 Competitiveness Strategy 
In assessing the five forces model discussed by Porter (1985) in conjunction with 
discussions by David (2007), there seems to be consistency surrounding the issue 
of competitiveness. The literature in both cases speaks to the need for special 
attention to be given to the external environment as well as internal capabilities of 
organizations to survive in the same environment. As previously articulated by 
Porter (Porter 1985; 2001) a company develops its business strategies to obtain 
competitive advantage over its competitors. It does this by responding to five 
primary forces:  
 The threat of new entrants  
 Rivalry among existing firms within an industry  
 Threat of substitute products/services  
 Power of suppliers  
 Power of buyers  
 
Porter’s model on the five competitive forces in an industry addresses some key 
concerns for companies operating in a globalized world. He describes five 
competitive forces that a company has to deal with effectively to achieve a 
competitive advantage in the business environment. He suggests that an effective 
strategy must take into account not only the actions and reactions of direct rivals, 
but also the roles of suppliers and customers, alternative products that satisfy the 
same basic need, and the prospect that new entrants will enter the market (Porter 
1985). This model focuses on the value chains within an industry, which involves 
Chapter 2                                                                                             Literature Review  
 
42 
 
looking beyond the boundaries of a company. It describes a network of players 
that perform related value creation activities and that have to be considered in the 
strategy development for a company. Adapting Porter’s model to an eBusiness 
strategy can provide a useful framework for e-commerce decisions since it 
considers internal capabilities as well as the external environment. 
 
The work of Enright and Newton (2005) addresses a previous gap in the work of 
Porter’s proponents by asserting that the importance of competitiveness attributes 
may vary across locations, depending on product mix and target market segments, 
especially in complex, multifaceted industries such as tourism. A dominant 
argument from Porter’s five forces model which is still resonant is that companies 
remain competitive by continually adapting to changes in the external trends and 
internal capabilities, competencies and resources regardless of the industry 
(David, 2007). He continues by saying companies must effectively formulate, 
implement and evaluate strategies that capitalize on those factors. It seems to be 
clear from a strategic perspective therefore that where the external environment 
changes, companies must have the ability to keep pace and stay ahead in a 
competitive environment. It therefore cannot be business as usual for 
organizations that hope to compete. Competitive strategies influence other 
strategies within firms such as strategies for distribution of products and services. 
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2.2.2 Distribution Strategies 
Christopher (1992, p. 4) in his early work on distribution strategies defines 
distribution as “the process of strategically managing the movement and storage 
of materials, parts, and finished inventory from suppliers through the firm and 
onto its customers.” He further discusses that distribution strategies involve the 
much wider consideration of logistics related to inventory levels, materials 
management and information systems as with transport. While there was an 
awareness of the need for competitive distribution strategies, there were still 
major challenges in the implementation of such strategies because there was the 
need for new management skills (De Hayles and Taylor, 1972; Persson, 1978; 
Christopher, 1986). These skills involve complete systems management, customer 
service management and operations coordination.  
 
2.2.2.1 Distribution and Channel Strategy 
The literature on distribution strategies shifted focus from internal management of 
the organization to a greater emphasis on channel strategy. Gattorna (1994), states 
that the most strategically significant challenge facing organizations is the 
development of a channel strategy.  While much of the literature in previous 
decades (Chandler, 1963; De Hayles and Taylor, 1972; Persson, 1978; 
Christopher, 1986) focused on physical distribution of tangible products, Gattorna 
highlights that any progressive organization including service organizations such 
as banks, airlines and insurance companies should attempt to select the right 
strategy for getting the final product or service to the consumer. However his 
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definition of distribution channels still reflects a preoccupation with tangible 
goods. He defines the distribution channel as the commercial arrangement 
established to enable a product to flow from the point of production to the point of 
ultimate consumption. Even with a focus on tangible distribution it was identified 
here that in some cases a change of companies may be needed and in others it 
may be suitable. In order for a distribution channel structure to be established, 
authors (Rushton and Oxley, 1993; Gattorna, 1994; Hatton, 1994; Chorn, 1994) 
argue that three determinants emerge. They identify the first as being the 
requirements of the final customer as measured by an aggregation of customers 
with similar requirements. The channel strategy will therefore depend on the 
constituents of the segment and what route will reach them best. This therefore 
means that e-commerce adoption may be determined by whether the market 
segment is predisposed to online or offline transactions. 
 
2.2.2.2 Distribution Strategy and Resources 
The second determinant is identified as the capabilities of the organization, which 
supports the resource-based perspective that says that a firm’s strategic decisions 
are in large part influenced by its resources. Capabilities may also refer to 
management capabilities which were also highlighted in the literature on 
ownership and leadership. The third determinant is stated as the availability and 
willingness of intermediaries (if needed) to participate in the channel. The 
discussion of intermediaries has been limited to their role as a conduit for the 
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supplier; very little is however said about the determinants of their own 
distribution strategies.  
 
2.2.2.3 Distribution and the Supply Chain 
Discussions of channel strategy however, moved to a broader debate of managing 
the entire supply chain. Particularly within the discourse on international 
distribution (Rushton and Oxley, 1993) it has been posited that there needs to be 
the careful management of all companies involved in the distribution of goods and 
services. The focus must be on the fact that the end result must be one in which 
the target market is reached efficiently (Chorn, 1994). This indicates an emphasis 
on the needs of the final consumer and also the need for the supplier to use 
resources in an efficient, cost-effective manner. The literature is however limited 
in that it argues that the intermediary must be managed by the supplier who needs 
to control these variables. It neglects to discuss that the intermediary must also 
mange the relationship in two directions within the supply chain.   
 
Schary and Larsen (1998) state that the concept of the supply chain embraces a 
number of elements. Firstly it identifies the complete process of providing goods 
and services to the final user and brings the actions of supplier and customer into 
a single system. This is coordinated through an information system accessible to 
all members. They highlight that the main objective of the supply chain is service 
to customers; however this must be balanced against costs and assets. Supply 
chain members however do not do this on their own, as individual achievement is 
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dependent on the performance of the chain as a whole. It is the management of a 
network of interconnected businesses involved in the ultimate provision of 
product and service packages required by end customers (Harland, 1996). All 
activities must be coordinated well together in order to achieve the least total 
logistics cost. The travel supply chain involves the supplier, wholesaler, retailer 
and consumer. The supplier here represents those creating and providing the 
service such as airlines, hotels, attractions and car rental companies. The 
wholesaler refers to tour operators such as Thomas Cook and Thomson Travel 
who create packages while retailers are travel agencies which sell directly to 
customers in the marketplace. It is clear then that as the customer contact agent an 
exploration is needed to determine what factors drive or deter these travel agents’ 
engagement in e-commerce. 
 
Hamel and Prahalad (1994) made the observation that global distribution becomes 
the most crucial element in a global strategy, the conduit for products to reach the 
market and the guardian of global market share. Suppliers attempting to compete 
internationally must manage their distribution effectively. This effective 
management will involve claiming market shares while managing cost and 
satisfying market share in order to retain and maintain control. Travel agents must 
then position themselves competitively while meeting the competing needs of the 
supplier and consumer. 
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2.2.2.4 Distribution and Market Presence 
Establishing a presence in particular markets affects the bottom line of 
organizations. Suppliers however must do cost benefit analyses to ensure that 
benefits in dollars outweigh the cost of gaining market access and distributing 
products. Many firms such as Google do this through strategies that enable them 
to give away the product free of charge. Terpstra (1991) adds from a marketing 
perspective that there are three distribution tasks: gaining entry into a foreign 
market, serving many markets at the same time and establishing presence as an 
insider to each market.  
 
Supply chains can be manipulated and modified to suit the needs of the supplier 
and customer. The ultimate goals of competitiveness and seeking a sustainable 
and defensible competitive advantage have become the concern of every manager 
who is alert to the realities of the marketplace.  It is not acceptable to assume that 
good products will sell themselves, neither is it advisable to imagine that success 
today will carry forward into tomorrow (Christopher, 1998). On this basis 
organizations are seeking for avenues through which to meet the needs of markets 
while minimizing their distribution costs.   
 
With contemporary theorists (Woodward, 2000; Smith, 2007) arguing that 
distribution involves the dissemination of information, the means of booking and 
purchasing, product bundling and packaging, researchers should no longer merely 
focus on the distribution strategies of suppliers but pay more keen attention to 
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other firms such as intermediaries who must also make critical decisions about 
how they reach their markets and transact business. 
 
2.2.2.5 Distribution Strategies for Tourism 
Reduced transaction cost and commission present a strong case for complete 
elimination of travel intermediaries (Buhalis and Licata, 2002). When Caribbean 
travel agencies attempted to boycott the sale of American Airlines tickets in 
response to the 3% cut in commissions in 2000, their efforts proved futile as the 
airline, which accounts for approximately 70% of air traffic to the region, simply 
made it known that “direct bookings” was always an option. The agencies’ 
position was further weakened when Air Jamaica followed suit with similar cuts 
just two months later. Hatton (2004) states that the reduction of commissions paid 
and the competition provided by the Internet present uncertain operating 
environments. In 2003, British Airways reduced agents’ income in the UK to 1%. 
What is clear from these events is that organizations must do what is necessary to 
ensure profitability; this may either be done by finding new ways to increase 
revenues or by reducing costs, or a combination of both. With inflation, 
competition and rising oil prices, revenue increases in many cases will only be 
marginal as cheaper prices may not be passed on to the consumers. Due to high 
fuel costs and competition, the heavy focus is therefore on reducing cost 
especially those related to distribution.  
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Pearce (2009) argues that suppliers and their location destinations must seek to 
develop more effective distribution strategies. He further suggests that the tourism 
marketing literature has taken a tier-by-tier approach rather than a network 
approach to understanding distribution design, which has led to channel width 
considerations being poorly addressed. A network approach however, while 
useful in drawing attention to relationships between many players, does not 
address the deeper operational concerns of specific players. In cases where the 
research on tourism distribution channels does this, it tends to focus on either 
suppliers or consumers. Alternatively the literature (Crotts et al. 1998; 
Karamustafa 2000) gives attention to relationships between wholesalers and 
suppliers or between intermediaries (Lumsdon and Swift, 1999).  
 
This thesis contends that numerous relationships have been explored but there 
needs to be greater emphasis on the determinants of a travel retailer’s decision to 
choose particular business strategies. There has been much work on travel 
agencies (Palmer and McCole, 1999; Barrett and Standing, 2001; Dale, 2003; 
Law et al. 2004) however this work has largely focused on general approaches 
which must be taken by agencies to avert disintermediation, one of which has 
been identified as internet adoption. While these arguments are compelling, many 
agencies still do not engage in this practice, therefore deep qualitative research is 
needed to understand the related causes. This work attempts to do this, by 
applying generic theories of the firm such as Resource Based Perspectives, 
Ownership, Leadership, and Strategic Management. 
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2.2.3 Procurement Strategies 
Intermediaries do not operate at either end of the supply chain therefore a look at 
their buying relationship with suppliers is a critical element of the debate 
surrounding the strategies which they employ. The concept of strategic 
purchasing is not a new one and theorists (Eames and Norkus, 1988) have long 
discussed relationships in business to business (B2B) transactions. They have in 
fact suggested that business buyers should create a strategy that consists of four 
elements: self-analysis, vendor-analysis, vendor-performance analysis and 
programme review. The purchaser must conduct detailed research before entering 
into an agreement. The implication here is that buyers must adopt a systematic 
approach to transacting with vendors. This is vital as the stock or input purchased 
from another business will affect the final output of the buying company.  
 
2.2.3.1 Relational Competence and Asset Specificity 
Relational competence has been paramount in the discussions surrounding 
strategic procurement management and addresses the ability to manage 
relationships with other firms in the supply chain (Cox, 1998). He articulates that 
an effective business strategy is one in which firms recognize that their 
boundaries need to change constantly in response to consumer preferences. This 
theoretical position built on the work of many theorists (Ricketts, 1994; 
Williamson, 1979; 1990; Reve, 1990) which focused primarily on reactive and 
simplistic approaches to purchasing and supply management. Most of this 
previous analysis addressed the interplay between asset specificity and transaction 
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cost, which presupposes that a firm’s operating structure, will be fixed. The issue 
of asset specificity in particular was treated poorly in the literature, as companies 
such as intermediaries source externally regardless of whether services have low 
or high asset specificity. Due to the nature of their operations they have little 
room for sourcing internally. 
 
2.2.3.2 Procurement and Strategic Alliances 
Cox (1998) therefore extends the discussion to address shifting boundaries and 
what he calls “strategic supplier alliances” where single sourced relationships may 
emerge with a supplier of a complementary product or service. These usually 
involve a much closer relationship between the main contracting firm and the 
complementary supplier and are often referred to as joint ventures. The systems 
used by the primary supplier may therefore influence the systems used by the 
complementary supplier. In the case of an intermediary who relies solely on a 
supplier for stock, this influence is likely to be more pronounced. For example if 
the primary supplier only sells stock electronically, secondary or complementary 
suppliers are somewhat coerced into implementing systems that facilitate their 
purchase of this stock, especially where these relationships discussed by Cox are 
manifested. He therefore convincingly argues for a relational competence 
analysis, which involves a determination of what the efficient boundaries of the 
firm are so that these can be created to reduce transaction costs and improve 
quality and value whether collaboratively or competitively.  
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Virolainen (1998) however later argued that the literature on the strategic 
management of procurement has focused on particular products but less so on the 
procurement function and he therefore describes these approaches as narrow. He 
therefore proposes an integrated procurement strategy which involves value-chain 
positioning, objectives setting, organization structuring, strategic make or 
outsource decisions, choice of different strategies, company level strategy and 
functional strategies. While Virolainen has attempted to move from the specific 
nature of other studies to a more general framework, ostensibly what it is needed 
is even greater specificity as the nature of procurement varies based on industry 
and relationship. Additionally there has been little done in this general framework 
to assess the nuances in procuring a product as opposed to a service. 
 
2.2.3.3 The Procurement Revolution 
More recently however a continuation of the discussion of relationships has been 
carried out by Ryals and Humphries (2007), who state that while unnoticed to 
business marketers, there has been a quiet revolution in supply chain management 
where the traditional emphasis on least-cost transactions has given way to a focus 
on long-term relationships with a few key suppliers. This again is in contrast to 
the previous views of some authors (Ricketts, 1994; Williamson, 1979; 1990; 
Reve, 1990) and demonstrates a shift from the view that transaction cost is the 
key driver. This provides further reinforcement of the previously articulated point 
that these long-term relationships are likely to lead to a relationship between 
primary suppliers and complementary suppliers or intermediaries where processes 
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and practices of the primary may filter through to these secondary operators or 
dependents. 
 
Procurement Strategies have focused in large part on offline modes of 
distribution, however competitive environments demand that some companies 
shift focus to an exploration of e-procurement given that supply chain-related 
activities accounted for the spending of 70% of a firm’s revenues (Presutti, 2003). 
A discussion of ecommerce activities is critical therefore as it looks at online 
transactions in both directions along the supply chain; e-procurement which 
focuses on business-to-business activities and e-distribution which highlights 
business-to-customer transactions. These have implications for the overall debate 
on firm strategy. 
 
2.2.4 Strategy and ICT 
ICT can change the structure of an industry and alter rules of competition (Porter 
and Millar, 1985; Porter, 2001). They also contend that ICT can be used to create 
sustainable competitive advantage and provide companies with new competitive 
instruments. As a result of ICT, new business can be developed within a 
company’s existing activities.  
 
The emphasis of research on the relationship between strategy and ICT in the 
strategic management literature tends to focus on how ICT influences 
competitive, distribution and procurement strategies. The symbiotic relationship is 
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largely ignored and recently Beckinsale et al. (2011), while recognizing the 
important role of ICT in strategy, have emphasized the role of strategy in ICT 
adoption. This re-conceptualization and reassessment of the causal direction is 
critical as previous research has been preoccupied with how ICT modifies 
strategy and industries but in large part has failed to demonstrate how different 
types of strategies affects levels of adoption for technology-based innovations. 
 
Porter (2001) suggests that technological change, such as ICT, is one of the most 
important forces that can alter the rule of competition. This is because a majority 
of activities in an organization create and use information and this will be more 
powerful for industries where information is the key product. Until recently travel 
agents have operated with privileged information as their primary stock in trade 
(Cheyne et al. 2006). They argue that the Internet is a major source of information 
and so the agencies’ stock is at risk due to the availability of information to end 
users in an unprecedented manner. They now need to find new ways to gain and 
maintain a competitive advantage. 
 
David (2007) states that strategic management is all about gaining and 
maintaining competitive advantage. He argues that competitive advantage is 
essential for the long term success of any organization or industry. Firms can only 
sustain this for a certain period of time due to rival firms imitating or undermining 
that advantage. It is therefore not sufficient to simply gain competitive advantage 
but to also achieve a sustained competitive advantage for the economic 
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sustainability of industries and organizations. Firm strategy discourse must 
however consider how strategy decisions are made within firms. Strategy 
decisions fall within the scope of theories of organizational decision-making, 
which will also provide a framework within which to discuss technology adoption 
decision models. 
 
2.3 Organizational Decision Making (Over-arching Theories) 
 
The adoption of any innovation in organizations speaks to the broader issue of 
how the decision process unfolds in organizations. Organizational decision-
making theory therefore provides an overarching framework for the analysis 
which will be carried out in this thesis. There are two main models in 
organizational decision-making; models which emphasize the individual decision-
maker at a micro level and those which address macro decision making at the 
organizational level. The assumptions of the micro models rest on the notion that 
there is a cerebral rationality of each decision-maker which overrides situational 
influences in decision-making. The contrasting macro models highlight the 
influence of organizational context on the decision-making process. 
 
2.3.1 Micro and Macro Decision-Making Models 
The cerebral rationality concept, a micro model, was first espoused by Simon 
(1957). Researchers such as Conlisk (1996), Rodan and Galunic (2004) and 
Mercer (2005) recognized its importance in psychology, economics and 
international politics and support the notion that good decision-making emerges 
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from rational thought processes of the decision-maker. A resonant and recurring 
ideological discussion supports the idea that understanding the individual decision 
process is the key to disaggregating the organizational decision process. The 
emphasis is therefore on each decision-maker’s performance. 
 
The contrasting approach of macro decision-making theorists builds on the work 
of Cyert and March (1963). In attempting to broaden the scope of the discourse, 
Langley et al. (1995) highlighted that the future of organizational decision-
making research must address more complex issues such as the fact that the 
decision-maker is not only driven by cerebral rationality but also by experiences. 
Additionally single decisions should be viewed as a network of many issues, 
which points to the evidence of dynamic linkages rather than simple linear ones. 
More recently Kwon et al. (2009) advocated the need to integrate both approaches 
and assess micro decision-making within macro decision-making parameters. 
With this in mind this work attempts to identify the multiplicity of concepts which 
have been identified as pertinent to the study of the adoption of technology-based 
innovations by looking at how these concepts are interwoven through the broad 
framework of organizational decision-making. 
 
Hubert and McDaniel (1986) highlighted that organizational environments of the 
future are likely to be characterized by greater complexity and therefore called for 
organizations to recognize that the centrality of the organization rests in what 
decisions are made and how these decisions are made. It is important therefore to 
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get to the root of what drives decisions for individuals and ultimately 
organizations. Langley et al. (1995) emphasize the key role of individuals in 
organizations, who are decision-makers. This work informs the theoretical 
analysis of this thesis especially because it analyses general typologies which 
have been ascribed such as: 
 
  Decision-maker as creator- an intuitive individual who drives 
organizational decisions through creative insight. 
 Decision-maker as actor- an individual who passively acts in accordance 
with what happens to the organization such as problems or opportunities. 
 Decision-maker as carrier- an individual who carries with them their 
experiences and the impact of the world around them. 
 
The seminal literature (Simon, 1957; Cyert and March, 1963) has treated the 
decision maker as more of a receptacle and as such treated the individual as an 
actor. Far less emphasis was then placed on the vision and abilities of the 
decision-maker. However more contemporary literature (Hitt et al., 2001; 
Ghobadian and O’Regan, 2006; Falk, 2008) has identified the importance of the 
insights of decision makers and these individuals are therefore treated as creators. 
The least emphasized in the organizational decision-making literature have been 
those categorized as carriers. This may probably be explained through the fact 
that both creators and actors would naturally have previous experiences based on 
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the local and global context. This is however accounted for in the literature on 
culture and the digital divide, which has been assessed in this work.  
 
Decision-makers in organizations are often referred to as leaders (Victorino et al.` 
2006). Therefore an important development in the organizational decision-making 
literature came from an assessment of leadership styles and decision-making. 
Tatum et al. (2003) identified that the long-standing distinction between 
transformational and transactional leadership had an impact on decision-making 
styles. Kuhnert and Lewis (1987) define a transformational leader as a visionary 
who is charismatic and influences strategic transformation through motivation. 
The transactional leader is defined as an efficient manager who focuses on the 
task at hand and uses a reward-driven approach. It would appear that these styles 
affect whether a leader adopts a restricted or comprehensive decision-making 
style (Tatum et al. 2003). This work therefore seeks to assess the leadership role 
in the decision-making by analyzing these typologies within situational contexts. 
 
While the organizational decision-making theory highlights the role of the 
decision-maker, there has also been some focus on what Langley et al. (1995) 
refers to as pooled linkages and contextual linkages. Pooled linkages emphasize 
that decision-making issues are linked because they compete for financial 
resources and managerial time and energy. As such this research explores these 
resource issues by taking a deeper look at the Resource Based View of the firm. 
Alternatively contextual linkages address the role of broader issues such as 
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culture, ideology, structure and strategy on the decision-making of the individual 
and organization. A deeper exploration of these issues will be examined through 
literature on culture and the digital divide. The approach of conducting the 
analysis through the lens of Critical Social Science is appropriate as this thesis 
attempts to assess the phenomena subjectively while maintaining that there are 
objective limitations; a feature of the bounded autonomy concept. The conceptual 
framework which encapsulates these ideas may be seen at the end of the literature 
review. The discussion however begins with a critical review of the literature on 
technology adoption models and more specifically internet adoption for sales and 
marketing, which is the behaviour being studied.  
 
The decision to adopt technology-based innovations in small firms is a very 
calculated one in light of limited resources. This therefore means that the 
decision-making process involved in adopting such new tools and processes must 
be assessed in trying to understand the choices which are made. In some cases 
decision-making processes may be complex and require many parties to approve a 
new innovation adoption, while in other small firms it may be a unilateral process 
which relies solely on the judgment of a key decision-maker. 
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2.4 Technology Diffusion and Adoption 
The concepts of diffusion and adoption are two semantically different but relevant 
concepts in this discussion. Adoption refers to making use of an innovation within 
operational practices and processes while diffusion addresses how information 
about the innovation is transmitted in a group (Rogers, 1994). This thesis 
contends that these two concepts are very interrelated and symbiotic as 
knowledge transmission may affect the decision to use (adoption) and inversely 
adoption will necessitate diffusion. The models related to technology-based 
decisions are now critically discussed. 
 
2.4.1 Diffusion of Innovation 
The diffusion and adoption paradigm saw growth in the 1940s with research from 
Ryan and Gross (1943). Almost two decades later the research in this area was 
limited due to the insularity of the research to the specific field. The applicability 
of the output to other fields was therefore very constrained. In 1962 Rogers 
created a transferable generic theory which allowed for this paradigm to be 
accepted across disciplines. This therefore led to the theory of diffusion and 
adoption of innovations being applied extensively. According to Moital et al. 
(2009, p. 52) his contribution to the development of diffusion and adoption theory 
is so substantial that his model “still prevails as the main theoretical source in the 
study of diffusion and adoption of innovations.” 
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The work of Everett Rogers (1962; 1976; 1983; 1994; and 2003) has provided the 
foundation for much of the discussion on innovation diffusion. In his text 
Diffusion of Innovations he grapples with why obviously advantageous ideas take 
such a long time to be adopted. In other words even when an innovation will 
clearly bring significant benefits there is still a relatively long time before it is 
widely accepted or utilized. Diffusion is defined by Rogers (2003) as the process 
in which an innovation is communicated through certain channels over time 
among the members of a social system. The key variable is that new ideas are 
being communicated. He therefore describes the four key elements of diffusion as 
(1) innovation (2) communication channels (3) time and (4) social system.  
 
2.4.1.1 Innovation 
Rogers (2003) makes a clear distinction between innovation and technology and 
refers to innovation as any perceived new idea, practice or object. While this 
includes technology it is not limited to technological advancement. The critical 
variable here is “newness” of anything which is being introduced. In many cases 
technology is a fairly new introduction into organizations and Latzer (2009) has 
taken a look at the possibilities of technological innovations being disruptive or 
sustainable as opposed to the earlier approaches of simply identifying these 
innovations as positive (see for example Bagozzi et al. 1992; Lederer et al. 1998). 
Keller (2008) sums the discussion up very well in stating that no single factor will 
determine the success or failure of technological innovation, but that it is the 
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combination of many factors across disciplines such as social, political and 
economic, which may explain innovation effectiveness. 
 
2.4.1.2 Communication 
Communication channel speaks to how this “new” idea is exchanged or passed on 
from one individual to others (Rogers, 1994). This is also referred to by Loudon 
and Della Bitta, (1993) as the process of diffusion where knowledge of the 
innovation is transferred throughout a group of people. While diffusion of the 
innovation is critical to the adoption process it does not guarantee innovation 
adoption. It is however a prerequisite for adoption since the use of an innovation 
would require previous knowledge of its existence and usefulness.  
 
Hoffman and Roman (1984) viewed information flow as having two key 
dimensions in organizations: the origin of the information and the emphasis on 
innovation. The authors added profoundly to the knowledge of how innovations 
are diffused or communicated throughout organizations. Although leadership is 
not explicitly stated it is inherent in their argument. The second dimension in 
particular is dependent on leadership decisions and may be influenced through 
organizational culture or strategy. Additionally innovations are likely to be 
deemed more legitimate if they originate with organizational leadership. The 
authors should have more clearly emphasized the leadership role, which is what 
this thesis aims to do. Information flow about innovation may have become easier 
however through the speed of the internet, which has had a revolutionary impact 
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(Xue, 2005). While this may hold partial validity, it does not explain what drives 
the diffusion of information about the internet as an innovation itself.  
 
2.4.1.3 Social System 
Of particular interest is Rogers’s representation of a social system as a set of 
interrelated units that are engaged in joint problem solving to accomplish a 
common goal. With this definition he goes on to refer to units as organizations or 
informal groups. What is particularly useful is that he states that a system may 
represent actors in a village, community or country as well. He claims that social 
structure and norms of the system are therefore important. Rogers (2003) 
recognizes the importance of context even though much of his work has been 
generalized by authors.  Yun and Avvari (2011) highlighted gaps in this research 
by emphasizing the role of innovation actors such as leaders in the public and 
private sectors. The contribution of their research is to place greater importance 
on the leadership element in innovation diffusion. 
 
2.4.2 Innovation Diffusion and Leadership 
Rogers’s work (2003) supports the leadership literature by highlighting that 
opinion leadership may be quite influential. He identifies that opinion leaders may 
act as change agents and assist with the innovation diffusion process. He then 
denotes that types of innovation-decisions are optional, collective or authority 
driven. This generalization for example is quite useful as contemporary 
observation of service firms reveals that optional innovation-decisions very rarely 
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result in comprehensive adoption for the social system. Collective innovation-
decisions usually gain more traction but are largely leadership driven even though 
there is consensus by the team. This consensus usually stems from a charismatic 
leader (Hitt et al., 2001; Bass and Avolio, 2003) or an opinion leader (Rogers, 
2003).   
 
The reality is that while authority innovation-decisions may yield compliance, 
those with power may also be opposed to the diffusion of a particular innovation. 
This again magnifies the importance of ownership and leadership in the 
innovation diffusion discourse. It is then fair to say that while collective and 
authority innovation-decisions are more common in many organizations, these 
processes are however leader-initiated, which calls for an emphasis on the 
orientation of leaders and decision-makers.  
 
2.4.3 Adoption Perspectives 
Brown (1981) makes a distinction between various perspectives on innovation 
diffusion. He first addresses The Economic History Perspective which states that 
innovations are more likely to be adopted if they are more adaptable to the market 
in terms of value for money. He then highlights The Adoption Perspective which 
was pioneered by Rogers (1962) and states that while it is the traditional approach 
to diffusion studies, it is the most dominant and developed research perspective 
on the subject matter. In contrast, this perspective focuses heavily on innovation 
adoption as the outcome of a learning or communication process. He then 
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analyses The Market and Infrastructure Perspective, another contrasting view 
which seeks to move away from the individual approach of the adoption 
perspective which presupposes equality for individuals and states that 
opportunities are “purposely unequal.” It therefore focuses on whether 
surrounding conditions facilitate innovation diffusion. The Development 
Perspective however extends The Market and Infrastructure Perspective to 
identify the impact of innovation diffusion on a society’s welfare. It is a 
contrasting view to the previous three perspectives as it challenges the 
presupposition that innovation diffusion automatically has positive effects. Brown 
uses the example of third world nations where technological innovation has not 
led to significant economic development but rather served to increase disparities 
and reinforce elitism.  
 
Each of the perspectives addressed by Brown (1981) provides useful insights into 
adoption practices, however the most applicable ones for contemporary analysis 
appear to be The Adoption Perspective and The Market and Infrastructure 
Perspective which receives further validation from the technology acceptance 
model as they focus on individual as well as broader environmental 
considerations. The economic history perspective is not being vindicated in a 
significant way as innovations adapt to markets that are not necessarily 
geographic (Kotler, 2008). This runs counter to The Market and Infrastructure 
Perspective as various geographic locations have nuances in infrastructure. While 
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the development perspective is forward-thinking, it does not however answer why 
people do or do not adopt but simply promotes equal opportunities. 
 
2.4.4 The Process of Adoption 
The adoption process has been clearly outlined by Rogers (1994). It involves the 
stages which individuals go through in making decisions about new objects or 
ideas. Rogers therefore suggests a linear process which involves knowledge-
persuasion-decision-implementation-confirmation. He clearly highlights a process 
that ends with an innovation being adopted or rejected which has been useful to 
subsequent research. More recent research has however found that the process of 
adoption may not be a linear one. While Rogers admits that stages of the process 
may be rearranged he still maintains that the process is linear.  
 
In contrast Woiceshyn (2000) for example argues that within organizations 
adoption is a learning process which involves observing, interpreting, integrating 
and acting. While this may seem to also be linear, the difference lies in the fact 
that these factors may occur concurrently as opposed to moving completely 
through one stage before it progresses to another. This work also identifies 
facilitators of the adoption process as: capability, resources, shared values, effort, 
motivation as well as factors external to the organization. Straub (2009) supports 
that the process of adoption is not as clearly defined and linear as previously 
articulated. He highlights that it is a complex, social and developmental process 
that is influenced by individual perceptions, emotions and context. This 
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immediately points to the importance of personal factors, which is the thrust of 
this thesis, and which has only been implicitly addressed in the innovation 
diffusion literature. The role of other variables which have been singularly used to 
address adoption would therefore be to shape, or be shaped by personal factors, 
which in essence renders them to be mediating variables. They however facilitate 
adoption to the extent that they are complementary in the process. 
 
2.4.5 Diffusion and Adoption Levels 
The more contemporary work of Zhou (2008) categorizes innovation diffusion 
research as covering three levels: individual, organizational and national. Much of 
the same drivers of innovation diffusion such as personal, situational, social, 
socioeconomic, market and infrastructural factors, can be found at these three 
levels. Zhou further argues that a fourth level known as the intra-organizational 
level should be introduced which articulated varying levels of adoption within the 
organization taking into account how persons respond differently to various 
stimuli. These are termed as voluntary adopters, forced adopters, resistant non-
adopters and dormant non-adopters.  
 
This addresses the “voluntariness” of organizational members based on their 
response to the variables such as leadership, resource use and strategy, and takes 
into account the components of the diffusion of innovation (Rogers, 2003) and the 
Technology Acceptance Model (Davis, 1989). Both of these models are related to 
the broader Theory of Reasoned Action (Fishbein and Ajzens, 1975), which states 
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that an individual’s behaviour is a result of his/her attitude towards a specific 
activity and the accompanying social influences. This sums up the debate very 
appropriately as an understanding of innovation adoption must have its genesis in 
an understanding of individual adoption without ignoring social conditions.  
 
While the diffusion of innovations theory includes social conditions in its 
discourse there is a weakness in how it addresses individual behaviour from a 
leadership perspective. An exploration of the ownership/ leadership factor has 
been lacking in diffusion and adoption research and is only implicitly dealt with 
in the field. In addition to the seminal work of Rogers however, the Technology 
Acceptance Model by Davis (1989) has advanced ideas related to adoption drivers 
with more specific emphasis on individual adoption. 
 
2.4.6 Technology Acceptance Model 
Davis (1989) in his technology acceptance model argues that the degree to which 
a person feels that the technology will require little or no effort determines 
perceived ease of use. Perceived usefulness on the other hand is the degree to 
which a person believes that a particular technology can enhance performance 
such as time and output efficiency (Lederer et al. 1998). Therefore if there seems 
to be added value to a process, individuals are more likely to accept technology.  
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2.4.6.1 Personal Influences 
Lederer et. al. (1998) support the notion that perceived usefulness and perceived 
ease of use were the primary factors which led to an intention to use and 
ultimately usage behaviour. A key weakness in the TAM is that it only focuses on 
cognitive processes of the individual. This essentially places this technology 
decision model within micro decision-making models.  
 
The importance of combining the influence of personal factors as well as social 
systems which was previously articulated makes the TAM very limited in its 
approach. Perceptions of usefulness and ease of use are often influenced by 
attitude (Wöber and Gretzel, 2000). They state that usage is influenced by 
technology attitude. The idea of technology attitude is critical to the discussion 
and forms an important part of the adoption debate. Theorists focusing on attitude 
and personal behaviour have however looked at personal usage intentions without 
sufficiently considering the impact of macro issues. It may be argued that 
perceived usefulness, perceived ease of use and attitudes are affected by 
demographic factors such as age and education. Legris et. al. (2003) put forward 
the argument that in addition to these personal factors, consideration must be 
given to social influence factors. This research aims to look holistically at micro 
and macro issues affecting adoption. 
 
Another important personal factor is the role of learning in adoption. Bagozzi, et 
al. (1992) developed a discussion of the importance of the role of “learning to 
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use” the computer in the overall adoption process. This was an important 
development in the literature as previous arguments tended to focus in a limited 
way on the act of using computers. They posit that inadequate learning can affect 
adoption even where systems are well designed. The discussion of learning in the 
adoptions process brings into sharp focus the beliefs, attitudes and intentions of 
individuals. Primarily their work focused on attitude however and addressed 
attitude toward success, attitude toward failure and attitude toward the process of 
goal pursuit. This separates the “intention to try” from “actual trying.” Learning 
appears to bridge the gap between intention to use and sustained usage.  
 
An individual’s intention to use may be signified through the purchase of a 
computer for example, however without knowing how to use it the computer may 
simply become useless furniture. The organizational implications are monumental 
as there must now be a focus on influencing the motivation to learn. This must be 
coordinated skillfully across varying personal attitudes towards learning and 
adoption. This brings to the fore the importance of compatibility which is defined 
by Rogers (1983, p. 15) as “the degree to which an innovation is perceived as 
being consistent with the existing values, past experiences, and needs of potential 
adopters.” 
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2.4.6.2 Situational Influences 
In contrast to the proponents of the TAM, contemporary researchers such as Dulle 
and Minishi-Manjanja (2011) found support in their research for the Unified 
Theory of Acceptance and Use of Technology Model. This model identifies in 
addition to personal factors such as attitude and expectancy about usefulness and 
ease of use, that facilitating conditions and social influence are important drivers 
of usage.  Previous theorists (Hooff et al., 2005) have added the element of the 
impact of situational influences on communication technology usage. They argue 
that the social environment proved to be influential in generating feelings of 
perceived applicability.  
 
This indicates that the observation of others using or refusing technology in that 
environment may shape individual views about its applicability to their needs. 
This discussion is not new, but rather solidifies and extends the early work of 
Rogers’ (1983) diffusion of innovation theory, which recognized social influences 
as important. These two seminal pieces of research (Rogers’ 1962; Davis, 1989) 
identify contrasting influences and discuss how they affect perceptions for 
individuals and groups. While the diffusion of innovations theory emphasizes a 
broader set of influences the TAM focuses solely on cognitive or psychological 
influences. For the purposes of this thesis, this makes the diffusion of innovation 
theory more appropriate given the holistic nature of the study.  
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Fuchs et al. (2009) further extended the debate and highlight that the 
environmental context and the availability of ICT infrastructure are important 
drivers of technology adoption. Lippert and Davis (2006) previously argued that 
these types of considerations are limited and still do not explain why 50% of 
implemented systems in the United States for example are considered failures. 
They therefore introduce trust into a conceptual model and propose that 
“technology trust” and “interpersonal trust” along with “planned change 
activities” will influence technology adoption behaviour and enhance the level of 
adoption and internalization within firms and individuals.  
 
While the approach of these authors introduces some novelty, the focus has not 
shifted outside of the broader categories of situational and personal influences 
which were previously discussed by a number of theorists (Rogers, 1983; Davis, 
1989; Lederer et al., 1998; Wöber, and Gretzel, 2000; Legris et al. 2003; 
Vishwanath and Goldhaber, 2003). The above categorizations take into account a 
multiplicity of factors such as media exposure, compatibility, perceptions, social 
factors and socioeconomic factors. These have largely been the parameters of the 
discussions surrounding technology acceptance coupled with discussions 
regarding mediating factors such as training that mitigate against negative 
personal and situational influences (Bagozzi et al. 1992; Marler et al. 2006).  
 
Inherent in the weakness of the TAM in addressing situational influences, is the 
fact that it ignores critical arguments in the resource-based, strategy, ownership 
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and leadership literature. While situational factors may be said to involve these 
variables, a more detailed exploration of how all of these factors interplay is vital 
for a more in-depth analysis of why specific categories of firms in particular 
decide to engage in technology adoption processes. Based on the innovation 
interdependence concept (Moital et al. 2009), the level of technology adoption is 
particularly critical to understanding what motivates firms to utilize technology at 
optimal levels such as e-commerce adoption, which speaks to firms ascribing to 
engaging in transaction based processes using technologies such as the internet. A 
discussion of e-commerce and technology adoption therefore follows.  
 
2.4.7 E-commerce and Technology Adoption 
There is a school of thought that emphasizes that while the firm may intend to 
control the adoption of its e-commerce; this is largely driven and stimulated by 
customers (see for example Zappala and Gray, 2006). They further highlight that 
some firms which may claim to engage in electronic commerce may simply have 
a promotional website rather than one that is an interactive, comprehensive 
transaction-based interface. They support the views of Daniel et al. (2002) that in 
fact there appears to be staged adoption. Developers are described as firms just 
beginning to develop online information about products; communicators are those 
firms which use email to contact customers; web presence represents those which 
have websites with online ordering facilities; and transactors are those firms 
which have comprehensive services online from information gathering to 
payment options and sales follow-up (Daniel et al. 2002). 
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The e-commerce adoption mentioned in the final stage is scarce for firms which 
were traditionally offline operators at their inception (Lippert and Davis, 2006). 
While in many cases resource constraints are posited as the cause, Gray (2006) 
highlights that ICT adoption may in fact be used to overcome resource limitations 
in order to grow the business. The reality however is that some small to medium 
sized firms are unable to find these resources initially. Many small companies in 
the developing regions such as the Caribbean for example, argue that the returns 
on such an investment are not substantial enough. Nonetheless, it is possible that 
this reluctance is however more an issue of attitude than one of resources. Zappala 
and Sarchieli (2006), purport that the attitude towards ICT adoption and the 
climate for innovation, are key determinants in the adoption of e-commerce. Very 
interestingly they contrast the fact that online selling has stagnated although 
online purchasing is on the rise. This signifies that the rate of e-commerce 
adoption has declined (Houghton and Winklhofer, 2004). Alternatively Mochrie 
et al. (2006) argue that some firms simply do not have sufficient capacity to 
develop both the physical and human capital necessary to develop effective 
adoption strategies.  
 
Firms may choose to reject some innovations based on the above constraints. 
Rogers (1962; 1976; 1983) states that rejection of innovations may take place at 
any stage in the innovation diffusion process mentioned earlier and 
discontinuance may also occur. He further posits that prior conditions affect the 
process such as: previous practice, felt needs/problems, innovativeness and norms 
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of the social system. All of the above may be seen at work in modern e-business 
adoption. In particular in the Caribbean the influence of previous practice, 
innovativeness and social system is evident. This region typically follows very 
slowly with innovation, primarily due to lack of resources and resistance to 
technology based on loyalty to traditional ways of doing things, and systems that 
reinforce these practices. Despite these broader cultural issues Tanpong et al. 
(2009) however focus more on the organization types and highlight that for 
digitally related sectors business to customer e-commerce becomes a strategic 
imperative, while for digitally unrelated sectors B2C is a strategic choice. 
 
2.4.8 The Post-Internet Phase 
The adoption research after 1991 has identified some key drivers in adoption 
decisions. These may be grouped as customer pressures (Poon and Joseph, 2001; 
Bigne et al.  2008; Daniel et al. 2002; Dyerson and Harindranath, 2007), 
competitive pressures (Bigne et al., 2008; Patricia, 2008; Teo et al., 2009; 
Wesrthner and Klein, 1999), supplier pressures (Beekhuyzen et al., 2005;  Buhalis  
and Deimezi, 2004; Vrana and Zafiropoulos, 2006), industry challenges (Grandon 
and Pearson, 2004; Kuan and Chau, 2001; Saffu and Walker, 2008; Teo et al., 
2009) and company challenges (Bennett and  Lai, 2005; Bigne et al., 2008; 
Heung, 2003; Law et al., 2004; Stansfield  and Grant, 2003; Warden and  
Tunzelana, 2004). Fundamentally, the pressures from these forces internal and 
external to the firm are driven by the transformative nature of the internet. 
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2.4.8.1 Internet Transformation 
There is consensus by many theorists (Rayport 1995; Choi and Stahl 1997; Bakos 
1998; Williamson and Scott 1999; Afuah and Tucci 2001; Applegate 2001; Wirtz 
2001; Porter, 2001; Rappa 2002) that the rules of competition for established 
business have been transformed by the internet in three critical ways: 
 Information asymmetry reduction, 
 Disintermediation and 
 Reintermediation.  
 
Information asymmetry on markets has been reduced by the web (Choi and Stahl 
1997; Porter 2001; Wirtz 2001). Collecting information on products such as 
features and price has become much easier without the need for physical, actual 
visits to outlets. This development results in less time-intensive and less 
expensive information searches. For the firm however, the greatest benefit is that 
the capital requirement to operate in a market is significantly reduced. The Web 
also minimizes market imperfection and facilitates a larger number of players to 
compete in cyberspace.  
 
2.4.8.2 Disintermediation 
The Internet means lower distribution costs, larger market share and higher 
revenues (Law, 2001). Supplier companies which are always seeking to cut costs 
are exploring the option of convenient market access via the web. Hatton (2004) 
further argues that given the millions paid globally for commission, pressures 
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from consumers for lower prices and increasing demands for ROI from investors, 
many seek to remove these payments. Reduced transaction cost and commission 
present a strong case for the complete elimination of intermediaries (Buhalis and 
Licata, 2001). This argument identifies the interplay between the firm and the 
markets, where firms make strategic decisions that enhance profit and consumer 
behaviour leans towards greater value for money. 
 
The behavior of customers who are already buying goods and services on-line 
clearly indicates that companies can use internet technology as a digital channel to 
deliver services to customers (Ghosh, 1998, Zappala and Gray, 2006). An 
important debate surrounds whether particular markets are very accessible via this 
route, a missing element in the literature, and this research will attempt to address 
issues surrounding determinants of technology adoption such as company factors, 
personal factors and market factors.  
 
The extant literature focusing on disintermediation has consistently concluded 
what Poon (2001) refers to as a new independence which is being experienced by 
supplier as well as consumer. The Internet offers an effective means of 
developing a single and sustainable electronic infrastructure for information 
gathering and business transactions for both travelers and suppliers (Law et al. 
2004). This research aims to investigate why some firms do not adopt when there 
are apparent benefits. Opposing theorists argue that it is the acknowledgement and 
utilization of these benefits that will create what is termed as reintermediation.  
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2.4.8.3 Reintermediation 
In contrast to disintermediation proponents, a counter claim has been made that 
discussions of complete elimination are premature (Palmer and McCole, 1999) 
and that what is likely to emerge is a new kind of intermediary. The “info-
mediary” will take the new role of brokering relationships between consumers 
and producers in the world of e-commerce. Goldsmith and Litrin (1999), state that 
the new info-mediary must gather information on the supplier and consumer and 
be able to merge these interests online. In addition to having an online presence, 
agents will still act as counselors, therefore they should be able to access and 
process large amounts of information to narrow down choices and match with 
consumer preferences (Lang, 2000). They must be able to access information, 
assess quality and provide expert advice. Users often get so much information that 
they cannot use it in a meaningful way. It is the job of intermediaries to eliminate 
these problems by providing a platform for information exchange between buyers 
and sellers, which aggregates the relevant information and brings the appropriate 
trading partners together.  
 
The ongoing debate between disintermediation opponents and proponents has 
largely been unresolved, which has led to a broadening of the technology 
adoption debate and has facilitated a strengthening of earlier discussed classical 
theories of innovation diffusion and technology acceptance. Broader concepts for 
consideration have emerged such as the role of socioeconomic and cultural factors 
in driving technology access as well as attitude. Of particular significance is the 
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fact that the post-internet discourse has heightened the debate on the global digital 
divide, which brings into sharp focus issues of information gaps, information-
inequality and information poverty across and within societies. 
 
2.5 The Digital Divide 
2.5.1  Digital Divide Approaches 
The notion of the digital divide addresses the degree to which information 
technology access provides an advantage and disadvantage to some individuals. A 
review of the literature on the digital divide addresses the research objective 
which seeks to to investigate the influence of external firm factors such as the 
digital divide in technology adoption in owner-managed small firms. The concept 
has primarily been framed using four distinct and contrasting approaches (Sassi, 
2005). He argues that the many different views on the digital divide may be 
placed in four categories:  
 
 The Technocratic Approach, which takes the position that the internet is 
an important means of everyday life and an essential tool for the new 
economy. The Public sector should therefore level the access playing field. 
Most importantly this approach assumes that new technology will 
overcome social inequality; 
 The Social Structure Approach, which emphasizes the unevenness of 
internet use across different social structures. Theorists such as Winston 
(1986), Sparks (2000) and May (2002) argue that the diffusion of the 
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internet cannot be generalized until societies are able to overcome social 
inequality;  
 The Information Structure and Exclusion Approach emphasizes social 
segregation and the process of marginalization. Lash (1994) and Wacquant 
(1996) argue that poverty drives the exclusion of some groups from 
modernization processes such as diffusion and adoption of information 
technology. 
 The Modernization and Capitalism Approach argues that capitalism drives 
modernization processes. Castells (2000) discusses this along the lines of 
social stratification theory and concludes that what is currently taking 
place is informational capitalism. 
 
What is particularly critical is that each of these approaches has sought to explore 
the inequality in ICT diffusion. Within each approach there is consensus that 
inequality exists, and each approach is only different in their deliberation of 
causes and solutions. This thesis fits more closely into The Information Structure 
and Exclusion Approach and The Modernization and Capitalism Approach as 
their major proponents such as Lash (1994) and Castells (2000), respectively, are 
concerned about how the global economic order influences information inequality 
in various countries. The question surrounds whether information inequality in the 
Caribbean affects the level of adoption in owner-managed small travel firms in 
that region. 
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2.5.2 Evolution in Digital Divide Theory 
Much of the debate on the digital divide spans the period 1986-2005, however 
fairly little attention has been given to this concept within tourism. More 
contemporary work on the digital divide by Minghetti and Buhalis (2010, p. 278) 
articulate that “tourists and destinations within developed countries and between 
developed and developing countries suffer from a multiplicity of technological 
divides (motivational, physical, informational, etc.), which lead to different levels 
of digital exclusion.” It is evident that the digital divide issues are also present in 
the travel and tourism context and it may even be argued that due to the 
interaction between countries which is necessitated by tourism, the digital divide 
may be more resonant in this industry. 
 
While discussions of the digital divide have been active since the 1970s, the 
debate became more vibrant as theorists such as Castells (2000) argue that the 
existing inequality and polarization are outcomes of “informational capitalism” 
which must be consciously addressed through public policy. Norris (2000) also 
posits that in the face of world poverty the digital divide is likely to continue in 
the foreseeable future. This is a particularly striking position since three decades 
earlier Childers (1975) conducted a literature survey which revealed that up to 
that point more than 700 documents had already been written which addressed 
information inequality and information poverty.  What has been consistent 
throughout decades of research is that there is a knowledge gap which continues 
to widen with unequal access to information technologies.  
Chapter 2                                                                                             Literature Review  
 
82 
 
2.5.3 Access, Content and Learning Divides 
The digital divide has been conceptualized in three ways. The first was the access 
divide and then subsequently the learning and content divides became more 
resonant. The argument put forward by James (2004) serves to point to a closing 
of the divide based on access. It however does not challenge the position of 
Rogers (2003) which states that while the access-divide has received most of the 
attention, it is the learning-divide and content-divide among others which will 
present a disadvantage for some. This argument provides key insights into issues 
of matching content to audience needs. Innovators and designers of information 
technology are likely to create content that suits its own audience in the first 
instance. Even if this content is later customized for external audiences this 
ensures a lag as the learning curve for external users is initially higher based on 
the introduction of content that is not necessarily suited for that environment.  
 
This focus on the content and learning divides reintroduces and brings back into 
focus the discussions of contemporary theorists (Wilson et al. 2003; Gyamfi, 
2005; Willis and Tranter, 2006; Stump et al. 2008) surrounding political, 
socioeconomic and cultural elements in the global digital divide. What is lacking 
however is detailed analysis of the role of these factors in bridging the content-
divide or learning-divide. The discourse primarily addresses issues of access and 
public policy ad nauseum. While access may be considered to be critical moving 
forward, it is important to note that access does not guarantee use if individuals 
are uncomfortable utilizing the technology. The role of public policy makers in 
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poorer developing countries may therefore be that of facilitating training given 
that content issues are largely outside of their purview.  The discussions have 
however also moved to debates about the impact of new media (Mansell, 2002) 
and more specifically mobile technologies (Stump et al.  2008), which have been 
diffused rapidly throughout developing countries and has in many ways lessened 
the disparity between nations. 
 
2.5.4 Ethical v. Economic Perspectives 
There has been some consensus over the last thirty years that information 
inequality exists however the focus of this inequality has shifted. While earlier 
research tended to focus on ethical perspectives of inequality, later research 
looked primarily on political and economic dimensions involved in the digital 
divide (Yu, 2006). An important development in the literature has been a move 
from what is deemed fair or unfair to more practical discussions of various actors 
in the divide. This has provided a more robust debate with theorists such as 
Feather (1998) noting that information inequality is one of the principal political 
issues of the information society. This argument receives support from other 
contemporary theorists (Castells, 2000; Norris, 2000; Golding and Murdock; 
2001). Other theorists (Gunkel, 2003; James, 2004) disagree with approaches 
adopted in addressing the digital divide. Gunkel (2003) for example later argues 
that previous critiques of the digital divide are limited in that they do not identify 
difficulties in order to provide solutions but aims to uncover underlying 
antecedents to its existence. 
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This argument is only partially sound since an identification of underlying 
preconditions creates an awareness of areas which need to be addressed in 
bridging the knowledge gap. Indeed maybe the solution specificity being sought 
may emerge from future research. The counter-arguments by James (2004) 
however present a solid critique of previous research by Castells, (2000); Drori 
and Jang (2003). While much of the earlier research has been concerned with the 
information inequality within societies, there has been more recent focus on the 
global digital divide which addresses differences across countries.  
 
The general argument put forward by proponents of the global digital divide 
(Mosaic Group 1998; Castells 2000; Norris 2000; Rogers 2003; Kirkman et al. 
2002; Drori and Jang, 2003) is that economically developed countries control ICT 
development and access and therefore automatically have a distinct advantage. 
James (2004) however argues that although individual access can be considered 
limited in some of these countries, there is still innovative use of technologies in 
some poorer developing countries. This he highlights, has been brought on in 
some cases through the foreign direct investment of multi-national corporations. 
Culture will be explored in addition to the digital divide as another external factor 
which may influence technology usage and intention to use. Subsequently more 
internally related factors of leadership and resources will be discussed. 
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2.6 Culture 
Culture as a construct emerged in the anthropology literature as early as the 
1800s. It is generally defined as a shared meaning system (Fischer, 2009). 
Members of a cultural system tend to share ideas related to values, norms and 
traditions, which influence social interaction within that group. Culture may be 
conceptualized at many levels: National, organizational, or consumer market 
related. In meeting one of the study’s objectives which is to investigate external 
firm factors such as culture in technology adoption in owner-managed small 
firms, the emphasis will be placed on national and organizational culture, and 
their influence on the individual.  
 
2.6.1 National Culture influence on Individuals and Organizations 
The role of national culture on the behaviour of individuals as well as firms has 
received significant examination in the literature. The shared meaning system of a 
cultural group typically focuses on how that group influences its members 
through values, opinions, beliefs or behavioural tendencies (Fischer, 2009). 
Values, opinions and beliefs are deemed to influence behavioural tendencies and 
any deviation from the norms of that group from a behavioural perspective is 
usually frowned upon (Toomela, 2003). Individuals are expected to act in 
accordance with their cultural system. This makes the assumption that people 
from separate cultural systems will act differently based on a different set of core 
values and lends itself to discussions of cross-cultural differences.  
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In contrast Craig (2003) recognizes that while research on cross-cultural 
differences may identify different behavioural tendencies, the same criteria being 
tested are the same ones being used to assemble the study participants. For 
example a study looking at a particular demographic already assumes that there is 
uniformity in that demographic through the influence of the sampling of that 
group. More recently Heinich (2010) contends that these cultural differences are 
not imposed by the researcher but rather systems of meaning drive the research so 
that differences across systems may be identified. These differences may be seen 
in individual behaviour or in the behaviour of subcultures within a national 
culture such as organizations. 
 
2.6.2 Cultural Differences and Organizations 
Research on cultural differences has been championed by Hofstede (1980; 1991) 
where he introduces cultural dimensions focusing on international differences in 
work-related values. The model focuses on differences in power distance, 
masculinity v femininity, individualism v collectivism and uncertainty avoidance. 
According to Hofstede (1984) power distance refers to the extent to which 
powerless members within the firm accept the unequal distribution of power. 
Individualism as the converse of teamwork emphasizes the need for individuals to 
take care of themselves and family only. Masculinity addresses systems which 
value money and success while femininity focuses on nurturing and quality of 
life. The uncertainty avoidance dimension is concerned with the extent to which 
individuals are comfortable with risk.  
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Each of these elements is applicable to the study as the firms in the study are 
assessed in terms of leadership with regard to the interplay between owner-
managers and staff (power distance), result-orientation or staff empowerment 
(masculinity) and risk aversion (uncertainty avoidance). The relationship 
orientation of the society also addresses the theme of individualism/ collectivism. 
 
This model has been given much attention by scholars from a range of fields. 
Most notably, management scholars have found Hofstede’s discourse on cultural 
differences to be useful in analyzing organizational behaviour in national cultural 
contexts and similar models have emerged (see for eg. Schwartz, 1992; 
Trompenaars, 1993). In fact there may even have been an over-reliance on the 
model (Bhimani, 1999; Harrison and McKinnon, 1999; Redding, 1994). While 
these authors have identified that there may have been excessive dependence on 
the model its use has not been diminished and authors continue to recognize it as 
a template for understanding cultural differences. 
 
Two decades after Hofstede’s seminal work there was a resonant critique 
advanced in research published by McSweeney (2002). He argues that the 
model’s methodology is fundamentally flawed and questions whether culture can 
systematically cause differences in behaviour between people from different 
countries. This position is quickly challenged by Williamson (2002) who 
highlights that Hofstede’s research which was grounded in the functionalist 
paradigm was in fact methodologically strong and that McSweeney’s own 
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paradigm needs clarity. A critique of any work that assumes uniformity within 
national cultures is that there is significant observable plurality within nations that 
produces differences in behaviours. This argument does not in any way maintain 
that this precludes an understanding of aspects of human actions and thoughts 
which may be explained by the national culture within which they operate. 
 
The criticism of Hofsetde’s four dimensions as being too simplistic in explaining 
national differences (McSweeney, 2002) in itself acknowledges that these 
differences are useful for academic consideration because they at least provide a 
basis for analysis. Contemporary authors (Gelade et al. 2006) continue to explore 
the impact of national culture on the organization and identify that there are 
significant relationships between organizational behaviour and some aspects of 
national culture. More specifically national differences are highlighted as 
important in understanding multinational corporations and sales patterns 
(Murphy, 1999), creativity and innovation (Westwood and Low, 2003), business 
practices (Tchaicha and Davis, 2005), tourism (Reisinger and Turner, 2002), 
leadership (Elenkov and Manev, 2005) and corporate strategy and business 
communication (Ulijn et al. 2000).  
 
2.6.3 Culture and Innovation 
The work of Westwood and Low (2003) is of particular interest to this work as it 
identifies a relationship between national culture and innovation. They conclude 
that culture impacts on creative and innovation processes. In this discourse about 
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technology adoption and the diffusion of innovations this is a critical 
consideration. It is surprising that the extant literature on culture and innovations 
tends to focus heavily on internal organizational culture (Sarros et al. 2008; 
Jaskyte and Kisieliene, 2006; McLean, 2005; Subramaniam and Ashkanasy, 
2001) as opposed to national cultures. While organizational behaviour in general 
has received significant attention within national cultural contexts, the 
relationship between organizational innovation adoption and national culture has 
largely been ignored. Perhaps this relationship is more indirectly addressed 
through the literature on the global digital divide (Wilson et al. 2003; Gyamfi, 
2005; Willis and Tranter, 2006; Stump et al. 2008). 
 
2.6.4 National Culture and Leadership 
Given that this thesis attempts to establish the importance of leadership as a 
complementary driver of technology adoption, an assessment of the influence of 
national culture on leadership is essential. Elenkov and Manev (2005) make the 
claim that leadership factors have a major impact on top-management innovation 
influence. They also conclude that cultural context directly influences leadership 
and moderates its relationship with organizational innovation. They make this 
claim on the basis that top-down organizations rely on leadership from top 
executives such as CEOs who make innovation decisions. This view coincides 
with the literature on leadership (see for example Hitt et al., 2001; Victorino et al. 
2006; Ghobadian and O’Regan, 2006; Falk, 2008) which claims that leaders 
influence strategic decisions in firms, and makes a solid case that innovation and 
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its diffusion are influenced by the cultural norms, values and practices of a 
country (Gibson and McDaniel, 2010).  
 
2.7 Firm Ownership and Leadership 
A critical review of ownership and leadership research is imperative in this study 
and fits within the scope of the research by addressing a key objective:  
- To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
2.7.1 Firm Ownership 
Organizational Theory researchers have extensively explored the relationship 
between ownership, decision-making and firm performance. Berle and Means 
(1932) define the ownership of a firm as those having control and majority 
beneficial gains from firm activities (shareholdings). Interest in this area can be 
seen in decades of research (Berle and Means, 1932; Demsetz and Lehn, 1985; 
Cho, 1998; Cole and Mehran, 1998; Anderson and Reeb, 2003; Welch, 2003). 
Much of this research has however been focused on ownership structures and 
their impact on performance while the impact of ownership on the behavior of 
firms has received less attention (Ghobadian and O’Regan, 2006). It is 
particularly interesting that so few authors until recently have given attention to 
ownership and firm behaviour when many firms are a reflection of their owners. 
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Many divergent views exist in the Organizational Theory literature relating to the 
impact of firm ownership on firm performance. Authors which have addressed 
this issue, have sparked the debate and past studies may be categorized as those 
focusing on entrepreneurship, firm behaviour, strategy and family-owned 
businesses. For example Porter (1990) posited that ownership of the firm 
influences the goals of the firm. Daily and Dollinger (1992) also state that 
ownership influences firm size, strategy and processes. These observations have 
been quite useful in stimulating the debate as owners in many cases have the 
ultimate decision on key strategic issues which may determine whether a 
company succeeds or fails.   
 
2.7.1.1 Entrepreneurship 
Entrepreneurial behaviors are influenced by various factors. Education, age, 
gender, number of family members and dependents, formal experience in 
business, and management skills have traditionally been regarded as influences on 
management behavior (Wasilczuk, 2000;  Singh et al. 2001; DeMartino et al. 
2006). However, a considerable body of research has focused on the role of 
psychological factors such as motivation, personality, and goal or intention to 
grow; as explanatory variables in the development of management behavior 
(Hamlin and Sawyer 2007; Frese et al. 2000). 
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The entrepreneurship literature on ownership and leadership has brought some 
focus to family-owned businesses. There has been an ongoing debate about how 
family-owned businesses operate, and also the issues and challenges for small 
business owners operating in some industries. Kowalewski et al. (2010) posit that 
firms with family CEOs outperform those with non-family CEOs due to a greater 
level of social capital and personal investment in the business. Although this is 
consistent with the work of Anderson and Reeb (2003), there is a contrasting view 
which states that family ownership negatively affect performance due to issues of 
too much personal involvement or incompetence of those appointed to lead (Tsao, 
2009). This argument shifts the discussion to one about owner-managers in firms. 
 
2.7.1.2 Owner-Managed Firms 
Owner-managers are those majority shareholders who engage in the daily 
operations of their businesses (Shailer, 1994). There are some characteristics 
which are typically associated with this kind of manager. An owner who manages 
the firm usually does so for small firms (Gallo and Christensen, 2011) and 
depends on the firm’s survival for family survival. This interconnectedness 
usually results in less bureaucratic decision-making and greater risk aversion 
which directly influences managerial style.  
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2.7.1.3 Managerial Decision-Making for Entrepreneurs 
Managerial style represents the manager’s preference in decision-making. Unlike 
strategy, which focuses on a formalized method of how to reach goals, it concerns 
a broad and informal pattern of decisions in a discretional situation (Covin and 
Slevin, 1988). The manager’s preference in various situations have been 
represented by the direction of management related decisions concerned with risk 
taking, change and innovation, and the aggressiveness of the approach used. In 
relation to this preference, Carland et al. (1984) classified small business 
managers into two distinct types; entrepreneurs and general small business 
managers.  
 
With regard to building strategies and behavior preferences, entrepreneurs 
demonstrate a higher level of self-efficiency, readiness for change, interest in 
innovation, competitive aggression, and desire for achievement than general 
managers (Carland et al. 1984; Covin and Slevin, 1988). Alternatively, general 
small business managers prefer to be decidedly risk-averse, non-innovative, and 
passive or reactive (Covin and Slevin, 1988). Simply put, entrepreneurs pursue an 
innovative combination of resources for profit and growth, while general small 
business managers operate their business as an extension of their individual 
personality or to further personal goals (Carland et al 1984).  
 
Meanwhile, tactical (operational) behavior is regarded as the profile of 
management activities that would implement the preferences of a manager while 
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operating a business. Therefore, these tactical behaviors would be affected by the 
preference of a decision maker at the strategic level (Covin and Slevin 1995). In 
the case of small businesses, these profiles are revealed for different aspects of 
management decisions. Collecting information and learning new business 
management skills, applying new technology or developing new products, quality 
control of products and service, interaction with customers, the treatment of 
people in business networks, cooperating with other organizations, employing 
family labor, long-term and papered financial planning and risk taking; have all 
been regarded as major elements of practical business management activities 
(Page and Getz, 1997; Thomas, 1999, 2001; Dahles and Bras, 1999; Morrison, 
Rimmington and Williams, 1999). 
 
2.7.1.4 Ownership and Firm Performance 
Authors (Tsai and Gu, 2007; Walters et al. 2008) have attempted to address the 
issue of institutional ownership and firm performance. They have found that 
ownership of an institution is a significant and positive determinant of firm 
performance. Therefore the earlier gaps in the literature are indirectly addressed. 
If in fact ownership is so closely linked to firm performance then the idea of 
owners influencing or preventing strategy falls within these parameters. George, 
et al. (2005) extend the discussion to include the influence of owners on firm 
internationalization. They argue quite convincingly that the ownership of Small 
and Medium-Sized enterprises (SMEs) influences the proclivity to take risks to 
increase the scale and scope of internationalization efforts. This is particularly 
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important as strategic management theorists (Porter, 1985; David, 2007) argue 
forcefully that competitiveness warrants business exploration across borders. 
 
Research on firm ownership (Greenwood et al. 2007) has also attempted to move 
away from the earlier propensity to focus solely on public corporations. These 
authors have extended the work in organizational theory to account for private 
corporations and partnerships. An interesting finding is that private corporations 
and partnerships outperformed public corporations due to the increased 
monitoring and span of control of the owners in these private corporations and 
partnerships. This runs counter to the work of Durand and Vargas (2003) which 
suggests that this difference is due to organizational complexity. What is 
consistent in organizational theory despite differences in approach based on firm 
selection and assessment criteria, is that owners influence key variables that affect 
firm performance generally and even more so when they take on the role of 
owner-manager (Durand and Vargas, 2003; Greenwood et al, 2003). 
 
2.7.2 Firm Leadership 
This discussion of greater involvement by owners in the management of 
organizations moves to an exploration of the role of leadership in firm behavior 
and performance. Kouzes and Posner (1987) define leadership as a reciprocal 
relationship which clearly separates those who influence from those who are 
influenced. While this definition provides a basic understanding of leadership, 
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Hitt et al. (2001) describes the leader as a catalyst for strategic change. It is 
therefore critical to assess dominant leadership categories. 
 
2.7.2.1 Transformational versus Transactional Leadership 
In his seminal work more than three decades ago, Burns (1978) introduced the 
concepts of transformational and transactional leadership. Since then a number of 
researchers (Karnes and Chauvin, 1985; Bass, 1999; Bass and Avolio, 2003; 
Singh and Krishnan, 2007) have attempted to expand on these concepts in 
particular in the area of their measurement. With leadership being emphasized in 
this research as the key driver of technology adoption in small owner-managed 
travel firms, a critical evaluation of the two dominant classifications of leadership 
is vitally important to this discourse. It must be noted that research which focuses 
on these leadership classifications in the travel and technology context has been 
lacking.  
 
Broadly speaking, transformational leaders uplift the morale, motivation, and 
morals of their followers while transactional leaders cater to their followers’ 
immediate self-interests. Leadership that creates change is an important element 
of transformational leadership and provides a framework for exploring attributes 
of change leadership. According to Bass (1999) a considerable amount of 
empirical research has been completed since the seminal work of Burns (1978), 
supporting the utility of the distinction between the two forms of leadership. He 
further articulated that changes in the marketplace and workforce over these 
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decades have resulted in the need for leaders to become more transformational 
and less transactional if they were to remain effective. Leaders were encouraged 
to empower their followers by developing them into high involvement individuals 
and teams focused on quality, service, cost-effectiveness, and quantity of output. 
 
While this research does not directly address whether leaders should be more 
transformational or transactional in general, it identifies that new initiatives such 
as the adoption of innovations like technology are contingent on elements of what 
have been identified as leadership needs in the mainstream. For example the 
creation of “high-involvement individuals” and cost-effectiveness are required for 
the successful introduction, implementation and continued usage of technological 
tools. 
 
2.7.2.2 Concepts and Issues in Leadership Studies 
There have been a number of issues surrounding the 
transformational/transactional leadership literature. Pawar (2003) argues that 
while transformational leadership has been identified as an important mechanism 
for organizational change, there have been concerns about how it has been 
conceptualized. One major issue relates to the relationship between the two types 
of leadership. There are essentially three schools of thought on this relationship. 
The early conceptualization by Burns (1978) viewed both forms of leadership as 
being at opposite ends of the leadership continuum.  
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The weaknesses of this view were identified by Bass (1985) in a second 
conceptualization of the paradigm, where he acknowledged that while 
transformational and transactional leadership processes were distinct, there may 
be varying relationships between them. The third school of thought on the 
relationship between the leadership types, which was posited by Hollander (1993) 
and states that transformational leadership is merely an extension of transactional 
leadership will receive significant consideration in this thesis. The primary reason 
for this is that there are some fundamental activities in firms which simply require 
leaders to get followers to conform to procedures, while there are others which 
require significant transformational skills. The two forms of leadership for the 
purpose of this work are therefore treated as a hierarchical conceptualization 
because transactional leadership provides the foundation and necessary 
preconditions upon which transformation and change are built. 
 
A second issue refers to attempts to separate the concept of transformational 
leadership from charismatic leadership. In his early conceptualization Burns 
(1978) viewed charismatic leadership as a type of transformational leadership. 
Subsequently the research (Bass, 1985; Waldman et al., 1990) has identified that 
charisma is a central element of transformational leadership. It must be elucidated 
here that the transformational leader is described as moving the follower beyond 
immediate self-interests through idealized influence, inspiration, intellectual 
stimulation, or individualized consideration (Bass, 1999). The element which 
relates to charisma is the idealized influence, and was coined by Bass in light of 
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the perception that charisma was used to frivolously describe popular individuals. 
This was a very useful separation as “idealized influence” connoted a more 
meaningful conceptualization that this occurs “when the leader envisions a 
desirable future, articulates how it can be reached, sets an example to be followed, 
sets high standards of performance, and shows determination and confidence. 
Followers want to identify with such leadership.” (Bass, 1999, p. 11) 
 
All of the four constructs above will be examined in this research, although the 
most applicable construct in technology adoption, is intellectual stimulation 
because of the very nature of innovation and adoption studies that focus on 
creativity and new ideas. This construct is displayed when the leader helps 
followers to become more innovative and creative, which is operationalized and 
measured through a leader’s openness to followers’ ideas. The other three 
constructs of idealized influence, inspiration and individualized consideration 
(one to one attention to followers), all address the relationship and kinship that 
followers (employees) attach to leaders. While these all result in followers 
aligning themselves to the goals of the leader, the only one which addresses a 
cognitive and behavioral change in the follower is intellectual stimulation through 
a constant encouragement by the leader to generate new ideas. Hence, an 
intellectually stimulating leader is one who creates an atmosphere for the 
generation of new approaches and ideas which may emerge from any level of the 
firm. In order for employees to accept and understand innovative changes in the 
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organization as well as participate in these changes, the leader must be able to 
stimulate creative thoughts and behaviours.  
 
2.7.2.3 Transformational Leadership and Organizational Context 
This intellectual stimulation is needed to transform ideologies about work and 
innovative processes in organizations. Much more discussion is needed in the 
literature on the symbiotic relationship between the leader and the context of the 
firm; a gap which will be addressed in this research. Firstly, varying organization 
types may require varying degrees of transformational leadership (Pawar, 2003). 
In much the same way the technology needs of firms are heterogeneous. This 
highlights that there is a need for research that considers whether leadership that 
creates change in any process is being imposed in contexts where this may not be 
warranted. 
 
A second issue as articulated by researchers (Pettigrew, 1987; Pawar and 
Eastman, 1997) is that organizational context may dictate the extent to which 
transformational leadership behaviours are supported or opposed. They highlight 
that values and norms which are reinforced by organizational structure, tend to 
encourage or discourage transformational behaviours in leaders. The focus of this 
thesis on owner-managers of small firms, who formulate and implement policies 
unilaterally in most cases, makes the last point less resonant in this study. This is 
so because the leaders are responsible for the organization structure which would 
enhance or restrict their leadership style. This would suggest that in these 
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organizational contexts the leadership has greater influence over the 
organizational context than vice versa. The influence of leadership on innovation 
then becomes pivotal to the debate. 
 
2.7.2.4 Leadership, Resources and Innovation 
Leaders play an important role in determining which innovations to introduce 
(Victorino et al. 2006). This is significant as innovations enable a firm to stay 
ahead of competitors (Porter, 1985; David, 2007). Additionally some innovations 
such as technological ones may assist in providing more efficient operations. 
Leaders are also resource handlers and their willingness to provide resources will 
have an impact on quality and performance (Lewis and McCann, 2004). This fits 
well into the overall discussions of the Resource-based view of the firm and 
provides an added dimension which suggests that a firm with a broad resource 
base is not inherently competitive because it is still subject to decisions and 
directions of leadership. The combination of resources and the effective use of 
these resources as directed by the leadership of the organization may determine 
competitiveness.  
 
2.8 Resource-based View of the Firm (RBV) 
Resource-based analysis of the firm is a strategic management concept that has 
existed since the early 1950s (Penrose, 1959) but became more contagious when 
Wernerfelt (1984) explored the usefulness of assessing firms from the resource 
side rather than examining them from the product side, which was the dominant 
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approach (Porter, 1980). The resource perspective focuses on tangible and 
intangible assets that a firm owns. Caves (1980) defines a firm’s resources as 
those assets which are tied semi-permanently to the firm. Wernerfelt (1984), 
highlights that these may include machinery, capital, brand names, in-house 
knowledge of technology, employment of skilled personnel, trade contracts and 
efficient procedures. This marked the beginning of a detailed assessment of the 
internal capabilities of the firm and its impact on a firm’s ability to compete. The 
RBV is useful in broadening the approach to this thesis and enhancing knowledge 
related to the objective: 
 
- To investigate the influence of internal firm factors such as resources in 
technology adoption in owner-managed small firms.  
 
2.8.1 Resources and Classical Theories 
The heterogeneous nature of firms based on resources has received substantial 
attention. In addition there have been discussions about the competitive edge that 
these differences provide. Barney (1991) further articulates that these differences 
may be long lasting and may provide a sustained advantage for some firms. In 
fact the literature on the resource-based view, whether assessed relative to neo-
classical economics (Ricardo, 1817), evolutionary economics (Nelson and Winter, 
1982) or to structure-conduct-performance (SCP) based theories of competitive 
advantage (Porter, 1980), holds that the heterogeneity in resources leads to 
differences in performance. For example resources and capabilities are referred to 
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by neo-classical economists as factors of production and it is felt that these enable 
companies to supply more. They purport that this supply is elastic which suggests 
that once demand increases the price and supply of the resource will increase. Due 
to the evolution of resources, some resources such as human resources which fall 
outside of the ambit of these factors of production may be inelastic due to the 
length of time which it may take to develop these resources (Barney, 2001). This 
inelasticity of supply may however be a source of sustained competitive 
advantage since other firms may take a long while to develop these resources 
(Peteraf, 1993). 
 
Aligning the resource-based view to Nelson and Winter’s (1982) work on 
evolutionary economics would suggest that firms’ processes of conducting 
business vary. Therefore ineffective and inefficient operations as measured by 
input and output differentials, will decrease a firm’s competiveness. The 
implication is that those with the necessary resources such as financial, human 
and technical resources to aid their operations are likely to have an advantage. So 
the varying performances that a routine yields will determine how well a firm 
competes. The most popular set of discussions surrounding resource-based 
perspectives however are more closely positioned relative to SCP based models of 
competitive advantage (Barney, 2001), which more directly advances the notion 
that firm-specific attributes and resources determine performance and sustained 
advantage in an industry.  
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2.8.2 Resources and Competitiveness 
Much of the work of Resource-based theorists (Penrose, 1959; Chandler, 1977; 
Teece, 1982; Wernerfelt, 1984; Peteraf, 1993; Mowery et al. 1998) indicates that 
those firms holding resources may maintain a relative position of competitiveness 
to other firms without those resources, once they act rationally. This idea of acting 
rationally points to the fact that if there are already holders of these resources this 
may affect costs and revenues of those who acquire these resources later on.  
 
The resource position barrier is only partially similar to Porter’s (1995) entry 
barriers given that it focuses more on barrier situations between those already in 
the market (incumbents), rather than simply focusing on the ability of incumbents 
to provide barriers to potential entrants. The resource position barrier therefore 
provides a basis upon which firms already competing may outdo each other 
(Kraajenbrink et al. 2010). Firms may therefore use their resource position to 
cement their lead. What is evident in these discussions is that resources play a 
significant role in a firm’s decisions as it many times dictates what can or cannot 
be done. 
 
2.8.3 Resources and Firm Performance 
Peteraf (1993) more closely aligns resources with firm performance. She 
elucidates that the resource-based model concerns itself with the internal 
accumulation of assets and asset specificity. This of course presupposes that firms 
are heterogeneous in terms of internal capabilities and resources, which has 
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always been fundamental in strategic management discourse as it has always been 
argued (Andrews, 1971) that a firm’s strategies should emerge from an 
assessment of its organizational competencies and resources. On the basis of the 
heterogeneity of the firm it is therefore clear that strategies must differ between 
firms and  must be dependent on what the firm is able and willing to do; a direct 
result of their asset base.  
 
2.8.4 Resources and Diversification 
Firms with broad resource bases are therefore more likely to pursue 
diversification (Montgomery and Hariharan, 1991). This diversification may refer 
to diversification of products, markets or processes. It enables firms to make 
decisions for example about what platforms they may or may not capitalize on. 
This notion of the resource base being directly linked to diversification is also 
endorsed by a number of theorists (see for example, Teece, 1982; Wernerfelt, 
1984; Williamson, 1985; Mahoney and Pandian, 1992). While a firm’s resources 
certainly are not the sole determinant, they allow for a firm to have many more 
choices between strategy options as their internal capabilities allow for multiple 
avenues for conducting business. 
 
2.8.5 Resources and Collaboration 
While firm-specific capabilities have gained remarkable attention, the resource-
based view has been extended to look at more than just how firms compete but 
also how they collaborate. Management Scholars (Teece, 1982; Mowery et al. 
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1998) have applied the resource-based view to inter-firm collaboration. More 
specifically there has been an exploration of how the resources of a firm may 
influence business partner choice.  Mowery et. al. (1998) focus on technological 
capabilities as the concept of assets and firm-specific capabilities evolved with 
time. They posit that technological overlap plays a role in partner selection. The 
broader application however is that firms with significant resource bases are 
particularly attractive for collaboration. The literature does not point however to 
which category of resources are most attractive and also does not give much 
consideration to variances between industries. 
 
2.8.6 Resources and Firm Strategy 
Fundamentally, resource-based discussions are grounded in debates about a firm’s 
distinctive competencies, heterogeneous capabilities and diversification strategy 
(Mahoney and Pandian, 1982).  They further argue that distinctive competence is 
a function of the asset base which a firm possesses at any point in time. The 
ability therefore to prolong or sustain this distinctiveness will depend on the type 
of resources and the type of industry. The RBV is not intended to provide 
managerial prescriptions (Barney, 2001). While this is so, it points very clearly to 
implications of why some firms have a strategic competitive advantage over 
others and can be of great value to managers (Kraajenbrink et al. 2010).  
 
Brouthers et al. (2008) have extended discussions of the resource based 
advantages to the international context. They suggest that differences in the 
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institutional environments of nations may influence its applicability. 
Consequently the resource based perspective may become more robust when the 
moderating influence of national institutional environment is also considered. 
Context specificity should play a role in assessing firm performance. This does 
not preclude the application of the RBV but rather suggests that firm-specific 
capabilities and resources be considered within broader institutional contexts and 
firm strategy considerations.  
 
2.9 The Research Gaps (Emergent Conceptual Frameworks) 
The specific gaps have been highlighted in the previous sub-sections however the 
general gap in terms of approach, points to the exploration of simplistic 
relationships between a limited set of variables. At present, very little is known 
about the complex relationship between ownership/leadership and technology 
adoption.  In fact, very little research has gone beyond singular relationships 
between these personal factors and firm strategy and resources. The depth of the 
discussion has therefore been insubstantial as it neglects the complex 
interconnectedness of a multiplicity of variables.  
 
The key argument of this research is that firm technology adoption is affected by 
multiple factors working concurrently and these are highlighted through a distilled 
framework which highlights a number of antecedents such as: 
Ownership/Leadership, Firm Strategy, Resources, Culture and the Digital divide. 
This framework is later framed within the theory of Organizational Decision-
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Making to identify the key driver as being ownership/ leadership. This work 
therefore explores how these personal factors are influenced by macro issues such 
as culture and the global digital divide, and in turn influence firm strategy and 
resources which ultimately affect technology adoption decisions in firms. 
 
Both iterations of the conceptual frameworks which have emerged from an 
analysis of the gaps in the literature may be seen below in Figure 2.1 and Figure 
2.2. 
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Figure 2.1: Firm Technology Adoption Framework: First Order Iteration  
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Figure 2.1 identifies fragmented relationships which exist in the literature which 
have typically focused on singular relationships. The researcher has however 
brought these together to demonstrate that where one factor directly influences 
another factor it ultimately indirectly affects other factors in the technology 
adoption discourse.  
 
There have been some gaps in addressing technology adoption in firms due to this 
fragmentation in previous works. Figure 2.2 illustrates a coherent framework, 
which places technology adoption decisions within the broader theory of decision-
making and highlights relationships which may be explored for future research. 
This research further emphasizes the leadership role as the focus is on owner-
managers of small travel firms, who have a great deal of autonomy in decision-
making. This second order iteration is created as an input framework to be tested 
based on the literature and the gaps in the first order iteration. 
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The conceptual framework above in Figure 2.2 weaves together the various 
concepts discussed in the literature review by establishing that the path to 
technology adoption within firms involves multiple factors. Factors which are 
external to the firm such as culture and the digital divide provide context 
parameters within which firms must operate. This influences how the ownership 
of firms evolves and even more so how leadership attitudes are formed through 
primary socialization as well as through education. The types of entrepreneurs and 
leaders which emerge will directly influence how firms are structured and the 
strategic choices which are made and supported by resource allocation. 
 
These factors drive the behavior of the firm, which includes innovative 
behaviours. This is a product of organizational culture, which is developed 
through strategy and policy decisions. The research on firm behavior identifies a 
clear relationship between how a firm behaves and ultimately its performance as 
measured by its profitability and competitiveness. The literature points to 
systematic approaches to assessment of firm performance which are geared 
towards informing strategy formulation, which will either support previous 
technology decisions or result in changes to previous decisions, as demonstrated 
in the feedback loop of the framework. This conceptualization of the literature 
facilitates some key methodological decisions which follow.
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3.1 Research Perspective 
Gage (1989) speaks of the paradigm wars, which assesses the ongoing debate 
between proponents of positivism or post-positivism and their opponents who are 
grounded in ideas of constructivism or interpretivism. Two main research 
perspectives which emerge from these schools of thought are commonly known to 
researchers as qualitative or quantitative. Positivist and post-positivist discussions 
to a certain extent, maintain that there is objective reality and that this may be 
quantified. On the other hand it is felt by interpretivists and constructionists that 
reality is inherent in the perception of individuals and therefore embraces 
subjectivity. 
 
While the debate has existed mainly between Positivism and Interpretivism, and 
while these have both influenced the methods employed in numerous research 
projects, there is greater grounding in the research perspective surrounding 
Critical Social Science for this thesis. Embedded in Critical Social Science is the 
idea that there is an opportunity to provide critique that reveals true conditions 
and help people into action (Neuman, 2006). It focuses on supplying individuals 
and societies with the tools needed to change the world around them. More 
importantly, it allows for exploration through multiple layers beneath the surface, 
to uncover underlying structures and highlights that the purpose of social science 
is to understand social meaning in context. A dialectical orientation is adopted as 
knowledge allows people to see and alter deeper structures. Fundamentally 
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however, the primary reason for research under this paradigm is that it aims to 
smash myths and empower people to change society (Neuman, 2006).  
 
This validates the need to explore the Jamaican context to identify the multiplicity 
of considerations facing local agencies, as opposed to adopting a “one-size fits 
all” approach that would immediately suggest that the drivers of diffusion of 
innovation and technology acceptance are universal. It also supports the idea that 
the firms should never be comfortable in existing situations but attempt to explore 
all possibilities, to include threats and opportunities. The research aims to address 
the issues through deep explorations into the thoughts and feelings of stakeholders 
to gain explanatory insights. This research process is primarily an inductive one 
with a deductive element, as it explores issues through the deep qualitative 
inquiry of a small sample and identifies what is generalizable. 
 
3.2 Epistemological Position 
If assessed on a continuum between Positivism and Interpretivism, this research 
finds more of its philosophical underpinnings in Critical Social Science. More 
specifically within this paradigm, there is a subscription to the concept of 
Bounded Autonomy, which is an approach to human agency and causality that 
makes the assumption that there is some degree of subjectivity in human actions 
but only within limits that are clearly identifiable. Therefore it recognizes that 
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there is a certain degree of objectivity in those boundaries or limits but that within 
those parameters there may be room for subjectivity in exploring causality and the 
actions of the human agent.  
 
This approach therefore blends determinism (a feature of positivism) and 
voluntarism (a feature of interpretivism) to show how structure and agency 
interact. Previous research on technology adoption has primarily utilized 
deterministic, positivist approaches (see for example Davis, 1989; Bagozzi et al. 
1992; Lederer et al. 1998; Fuchs et al. 2009). The blended approach in this thesis 
operates on the foundation that people will make choices but only based on what 
they deem to be possible, which is a function of what they think can happen 
within identifiable limits.  
 
These limits to subjectivity may be cultural or material. Cultural factors are those 
constraints placed on an individual’s autonomy such as values, beliefs and norms; 
while material factors are those which surround resource constraints. With this in 
mind the research attempts to explore the reality of Jamaican travel agencies, 
which may or may not be significantly different from other realities. Jamaican 
travel agencies have been chosen due to a significant decline in the number of 
firms and the lack of research in the travel industry since its inception. The 
lessons learned here may bear some relevance to an understanding of similar 
industries and societies. The essential characteristics to determine similarity 
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include small, owner-managed travel firms in relationship-oriented, developing 
economies. 
 
3.3 Ontological Position 
While this thesis attempts to explain the determinants of the adoption of 
technology, which has been done before, it attempts to do so by looking at travel 
agencies specifically, through the lens of Critical Social Science, which has 
remarkable explanatory potential (Clark and Blundel, 2007). Without being 
completely deterministic or embracing voluntarism, this work takes the 
ontological position that social reality has multiple layers and takes a Bounded 
Autonomy stance to Human Agency.  
 
Human agents being studied here are owner-managers of travel agencies. While 
they are the key decision-makers in their organizations, they are bounded by 
material and cultural limitations which influence how they view strategic 
possibilities. Critical Theory has largely been used in psychology, political and 
sociological studies, but there has been little use in understanding technology 
adoption (Alford, 2004). 
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3.4 Conceptualization and Operationalization 
The measurement process involves taking an idea, concept or construct and 
developing a measure by which the idea may be observed empirically (Neuman, 
2006). There are differences with how this process unfolds for quantitative and 
qualitative research however. 
 
3.4.1 Quantitative and Qualitative Approaches 
Quantitative researchers typically think about variables and convert them into 
specific actions during the planning stage, while qualitative researchers seek to 
identify measurement from the variables that emerge during data collection. The 
quantitative researcher therefore constructs measurement techniques that bridge 
the gap between concept, variables and data before going into the field. On the 
other hand the qualitative researcher reflects on the general ideas and concepts 
which emerge from a preliminary conceptual framework and then identifies ways 
in which these may be measured based on responses. For example a qualitative 
researcher looking at ownership/leadership attitudes, may conduct a semi-
structured interview which may in fact reveal that these attitudes are more reliant 
on an affective component based on a manager's response to the open-ended 
questions. At that point, the researcher would seek for support in previous 
research. 
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Since this research is primarily a qualitative one, which adopts an inductive 
approach, it does not warrant the extensive use of existing measurements in the 
planning phase as this would likely cripple the flexibility needed to engage in the 
Template Analysis in an effective way.  
 
3.4.2 The Qualitative Measurement Process 
Neuman (2006) argues that qualitative researchers typically do not refine abstract 
ideas into theoretical definitions early in the process. Instead rudimentary working 
ideas are refined during the data collection and analysis process. Through 
gathering and analyzing qualitative data, the researcher develops new concepts, 
formulates definitions for major constructs and considers relationships among 
them. These are eventually linked to create theoretical relationships. 
Conceptualization therefore flows from the data which has been collected. 
 
Operationalization in this process comes before conceptualization. It however still 
takes place during data collection and analysis. The operationalization of 
qualitative research is a description of how working ideas were developed while 
making observations and collecting data. It is more of an “after the fact” 
description than a preplanned technique which shows how specific data and 
preliminary ideas about this data become constructs.  
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3.4.3 Reliability and Validity 
The concepts of reliability and validity are typically notions within the positivist 
paradigm. While reliability addresses the extent to which results are consistent 
over time or generalizable, validity is concerned with the extent to which a study 
measures that which it intended to (Golafshani, 2003). Whereas these two issues 
may never be fully resolved in the qualitative paradigm, there is still a need to 
demonstrate that research in this paradigm is credible and trustworthy.  
 
According to Patton (2002) validity determines reliability in qualitative research. 
The research design in this study, while using dominant qualitative methods, 
incorporated closed ended quantitative data which was analysed in tandem with 
qualitative data to make the analysis more robust. Although the quantitative, 
deductive element of the study was minimal it provided a foundation for deeper 
qualitative inquiry. Using the semi-structured interview, the series of questions 
were guided by the objectives and a rudimentary conceptual framework. This 
provided a deductive element, however the dominant inductive approach has been 
validated through a detailed template analysis technique to identify themes across 
cases. The results are generalizable and transferable only to the extent that 
samples share the characteristics of small, owner-managed travel firms in a 
similar developing country context. 
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3.5 Methodological Limitations 
While it may be argued that the level of reliability and validity is reduced through 
adopting a qualitative approach, the dominant approaches taken to the study of 
technology adoption, leadership, culture, digital divide, resources and strategy 
have been predominantly quantitative and reductionist. A critically important 
observation is that the two major concepts being researched (technology adoption 
and leadership) suffer from similar methodological constraints. The majority of 
studies on technology adoption rely heavily on survey-based quantitative 
approaches (see for example Bagozzi, Davis and Warshaw, 1992; Lederer, 
Maupin, Sena and Zhuang, 1998; Fuchs, Hopken, Foger and Kunz, 2009). The 
same is true for mainstream leadership studies (see for example Cho, 1998; Cole 
and Mehran, 1998; Anderson and Reeb, 2003; Welch, 2003; Ghobadian and 
O’Regan, 2006). These studies have been important in identifying key variables 
for further exploration but the intellectual debate is now at a juncture where it 
would benefit from deeper insights which cannot be gained from factor analysis 
or ordinary least squares regression. 
 
The research design was partially developed to bridge a methodological gap, 
despite the fact that the main contribution to scholarship in this study is a 
theoretical one. 
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3.6 Research Design 
There are three major types of research design. Each is a plan which addresses 
how information will be gathered. A research design may be exploratory, 
descriptive or explanatory in nature. While there is an exploratory element to this 
study as it addresses an under-researched industry in Jamaica, it embarks upon the 
study of theories being applied to a new context which has a greater fit in the 
explanatory design. Neuman (2006) states that the explanatory approach is one in 
which the primary purpose is to explain why events occur and to build, elaborate, 
extend or test theory. Explanatory researchers often take an existing explanation, 
derived from previous work, and extend it to explain a new issue, setting or group 
of people. This thesis takes a multidimensional approach by using a combination 
of theories in a novel way to assess the determinants of technology adoption for 
the travel retailer. The overall research process is demonstrated in figure 3.1 
below. 
 
 
 
 
 
 
Chapter 3                                                                                                Methodology  
 
123 
 
Figure 3.1 The Research Process 
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3.7 The Primary Research Process 
The process of collecting primary data in this thesis was directly connected to the 
objectives of the study. The nature of the thesis necessitated a pilot study and two 
phases of data collection. The pilot study tested the instrument for phase 1 which 
included all of the relevant constructs identified in the literature such as culture, 
the digital divide, resources, strategy and leadership. Ten respondents were 
interviewed to determine the suitability of questions. 
 
3.7.1 Phase 1 Data Collection 
The data collection for phase 1 was aimed at meeting the following objectives: 
- To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
 
- To investigate the influence of internal firm factors such as strategy 
and resources in technology adoption in owner-managed small firms. 
 
- To investigate external firm factors such as the digital divide and 
culture in technology adoption in owner-managed small firms. 
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The above objectives comprise three of the five objectives in this study and are 
output related. In this thesis there are four output objectives and one 
input/process-related objective. This means that four of the objectives are 
expected to be met through the findings of the primary research while one 
objective is aimed at influencing the data collection itself. The input/ process-
related objective emerged from the literature and helped to design the instrument 
which was used in phase 1 of data collection. This objective was: 
- To examine the combination of antecedents and drivers for various 
levels of technology adoption in travel firms. 
 
3.7.1.1 The Phase 1 Interview Instrument 
This instrument was constructed by utilizing concepts which were tested in a 
variety of studies related to technology adoption. In order to probe and ask the 
most appropriate questions a number of concept maps in addition to variables and 
constructs used in previous research, are used to create a guide. These concepts 
emerge from the rudimentary conceptual framework seen in Figure 2.2. While 
conceptual frameworks do not typically emerge this early in qualitative research, 
a flexible, revisable, rudimentary framework helps in streamlining ideas for the 
qualitative researcher (Vaughan, 2008). 
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The interview instrument was a semi-structured one. The unstructured approach 
was not taken because the concepts are not completely new but are rather being 
applied in a new way. Despite a dominant qualitative methodology being used, 
the first set of questions on technology adoption used a closed-ended approach for 
the phase 1 instrument to allow for a descriptive analysis of the respondents’ 
technology involvement. The subsequent sections of the instrument which focus 
on organizational decision-making, leadership and macro-factors, are designed 
predominantly with open-ended questions which allow for deep explorations into 
attitudinal concerns and processes within the firm.  
 
Theorists in organizational decision-making theory such as Huber and McDaniel 
(1986) highlighted that organizational environments of the future are likely to be 
characterized by greater complexity. They called for organizations to recognize 
that the centrality of the organization rests in what decisions are made and how 
these decisions are made. This makes it particularly important to get to the root of 
what drives decisions for individuals and ultimately organizations. Given the 
complexity mentioned above a single component model of attitude would not be 
suited for the instrument. The decision was therefore taken to use affective-
cognitive models of attitude otherwise known as the multi-component model. 
This has primarily been used in psychology and consumer behaviour research (see 
for example Schiffman and Kanuk, 2000; Youn, 2000) however it has been 
applied to the organizational decision-making framework in this research. It has 
also not been used in the study of firm technology adoption prior to this study. 
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Rogers (1994) innovations adoption model provides a comprehensive group of 
innovation characteristics which have been adapted and applied to assess leaders’ 
perceptions of an innovation. Given the fact that the leaders being interviewed are 
also owners of these firms, three key characteristics were explored initially as 
these directly affect an owner’s return on investment: relative advantage, 
perceived risk and image. Compatibility and Complexity were later assessed 
based on how employees react to technologies. 
 
 Relative advantage was addressed using five statements which addressed 
the general importance of technology in work processes and moved to 
more detailed questions about making work simpler and faster (Eason, 
1988). 
 Perceived risk associated with using technology was addressed in three 
open-ended questions which addressed the risk of investment from the 
perspective of time and money (Wernerfelt, 1984; Mowery et al. 1998) 
given that owner-managers are likely to focus on these types of returns on 
investment. 
 Image was measured through two questions: one relating to how 
competitors view the firm and the other related to customers’ views 
(Gronroos, 1993). These constructs were taken from the work of Gronroos 
in the marketing literature. 
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 The issue of complexity was covered through questions about whether 
technology was easy to use (Davis, 1989), easy to learn to use (Lederer, 
1998) and whether it made work easier or harder. 
 Compatibility was assessed by whether a technology was a good fit for the 
tasks being carried out in organizations (Peteraf, 1993). One open-ended 
question borrowed from the work of Petaraf covered this issue. 
Additionally the researcher developed a question which asked how the 
benefits of a new technology were assessed before being introduced. 
 
The affective component was addressed through one question which asked leaders 
about the impact that they thought the technology had on their employees, which 
related to the difficulty in using the technology and emergent feelings. This was 
not further explored as only employees would most suitably describe their own 
feelings. This question was created by the researcher to support the cognitive 
component which was previously explored.  
 
The level of involvement was addressed using 10 questions, three of which were 
borrowed from Zaichkowsky’s (1985): benefits, importance and relevance. These 
were selected on the basis that owner-managers will be most concerned with task 
efficiency (Peteraf, 1993). The other 7 questions were created by the researcher to 
understand the types of technology which the organization is now using. This 
helps to identify the stage of adoption (Daniel et al. 2002). 
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The role of the consumer in determining technology use was explored in light of 
the work of Pearce (2009) where he argues that a strategy for technology use must 
be informed by consumers’ preferences. Three questions address this and borrow 
from the work of Wöber (2003) which identify some key variables for consumers 
when using technology for purchases: speed, convenience, personal interaction, 
accuracy, security and simple processes. 
 
The section of the instrument on the Context of Operations covers issues related 
to the Digital Divide and Culture. These are important because this work uses the 
lens of Critical Social Science which assesses the broader issue of structure. 
Three questions were used, which borrowed from the constructs used by Castells 
(2000) namely appropriate technology infrastructure and access to information 
technology. Leaders are asked to identify any challenges to accessing these 
technologies in their context. Hofstede’s Uncertainty Avoidance Index is also 
used by the researcher to create an item which assesses how the environment 
affects leadership behaviour. The index suggests that in some cultures individuals 
avoid constant changes in innovations or investments because they are afraid of 
the risk. This was further addressed when owners are asked whether they consider 
themselves to be risk-takers. This was followed up by an open-ended item which 
requires an explanation of that response. 
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The section addressing leadership and ownership provides for in-depth analysis 
through numerous open-ended questions (see appendix 1) as these are an integral 
part of the key concepts under investigation. This is informed by organizational 
decision-making theory and theory surrounding leadership and entrepreneurship.  
 
 Organizational Decision-Making Theorists such as Langley et al. (1995) 
identify one category of decision-maker known as carrier which addresses 
a leader who brings the totality of experiences to the decision process. 
They refer to the decision-making process as involving pooled linkages 
and contextual linkages. Pooled linkages emphasize that decision-making 
issues are linked because they compete for financial resources and 
managerial time and energy. Alternatively contextual linkages address the 
role of broader issues such as culture, ideology, structure and strategy on 
the decision-making of the individual and organization. The latter was 
explored through an item addressing how the environment shapes the 
leader. Another item addressed the decision-making process in the firm. 
Additionally one question focused on how money and employee time were 
utilized (Lewis and McCann, 2004) which addressed the issue of pooled 
linkages. 
 
 One question addressed leadership styles such as transactional versus 
transformational leadership (Kuhnert and Lewis, 1987) by asking what is 
used to motivate employees. The inference was drawn based on literature 
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which suggests that transactional leaders simply use rewards, while 
transformational leaders emphasize strategic change by appealing to 
employees’ intrinsic motivation.  
 
 Another question focused on how strategies are implemented or 
abandoned which addresses the issue of barriers to strategy (Ghobadian 
and O’Regan, 2006).  
 
 The final three questions in the instrument addressed the owner/leader’s 
attitude and intention to use technology for online selling which represents 
the highest stage of adoption (Daniel et al. 2002). 
 
3.7.1.2 Data Collection- Phase 1  
A pilot study was first conducted to test the interview instrument. Some questions 
based on the responses yielded were ambiguous therefore a period of two weeks 
was allowed to make amendments to simpler language to ensure the validity of 
each question. Phase 1 of data collection, which involved A Priori themes from 
the literature, was then carried out. An analysis period of three months was used 
to identify emergent themes and further explore literature to identify gaps; a 
process which is common in conceptualizing qualitative research. 
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The primary data in this phase was collected using semi-structured in-depth 
interviews with the top executive of 31 travel agencies in Jamaica. The total 
population of agencies is 43, however only those with owner-managers were 
interviewed as their level of autonomy in firms is greater. Additionally only those 
firms which were International Air Transport Association (IATA) certified were 
interviewed. The other firms were either a part of chain operations or did not have 
IATA status. The entire target sample of 31 was interviewed as there were no 
major limitations to collecting this data apart from the time constraint for 
executives. The questions in the interview brief were guided by the conceptual 
framework and the literature; however participants were allowed to speak freely 
about other related matters. The instrument employed closed-ended questions for 
firm description followed by probing open-ended questions. Interviews were 
taped and transcribed to control interview length and ensure that all data was 
recorded.  
 
3.7.1.3 Phase 1 Data Analysis 
Interviews were taped and transcribed. The decision was taken to manually 
identify themes through complete immersion in the data. Alternatives would 
include the use of software such as Atlas, which analyses textual, unstructured 
data or NVivo, which helps in understanding the subtleties of the data by 
enriching data through multimedia capabilities. The primary reason for choosing 
not to use any of the above mentioned software emanated from genuine interest 
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which was stimulated from conducting the interviews. Vibrant discussions across 
interviews were intriguing and the researcher chose to be involved in every stage 
of the process: interviewing, transcribing, analysing, and identifying thematic 
patterns through the use of a cross-case analysis approach, which is particularly 
useful where variations in the experiences and behaviours of individuals or 
organizations are the primary focus (Patton, 2002).  
 
This process involved writing a case study using all the data for each firm and 
then conducting a cross-case and comparative analysis across responses to 
questions in the semi-structured interviews through the use of an outcomes 
matrix. This allowed for the grouping of answers according to themes. Common 
themes were then identified among firms which had similar types of adoption 
levels. From the phase one analysis adoption levels were identified as computer 
adopters, internet adopters, website adopters, ecommerce adopters and social 
media adopters. This was determined based on similarity in technology use 
among groups of firms.  
 
Computer adopters was used to describe firms at the bottom of the hierarchy that 
were simply engaged in the use of computer terminals and hardware for back 
office accounting functions or for front office functions such as sales. Firms 
which do not use online sales tools other than GDSs are also placed in this 
category since their adoption was simply based on the free provision of the 
system by the supplier. Internet adopters represent firms in which the internet is 
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used only for emailing and web browsing. Website adopters refer to the firms 
which have created and used company websites for general and marketing 
information sharing. Websites in this case typically provide static information. E-
commerce adopters refer to firms which use websites for actual bookings and 
payment, while social media adopters would refer to firms in which social media 
is used for promotion and interaction which results in sales activities. Each firm 
was categorized as being at one of two stages within each of these levels based on 
the work of Damanpour (1991): initiation or implementation. 
 
While the data analysis for phase one allowed for description of the firms, it did 
not allow for the question of “why” to be answered sufficiently. After completing 
this phase, the question of why firms were at each level could not be answered 
conclusively, as the factors of digital divide, culture, strategy and resources, did 
not adequately answer this question as discussed in the subsequent findings 
chapters. Phase one however highlighted an importance in the leadership role. 
Although this indicated some degree of causation, it did not allow for the 
development of a model, which could explain each level of adoption which 
emerged. At this stage it was determined that a second phase of data collection 
would allow for more robust findings, which could identify leadership variables 
that may influence adoption behavior in firms. This was guided by constructs in 
the most dominant leadership research surrounding the 
transformational/transactional paradigm.  
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The exploration of owners' feelings through in-depth, semi-structured interviews 
allowed for the adoption of the Template Analysis technique (Crabtree and Millar, 
1999). Template analysis is the process of organising and analysing textual data 
according to themes. This can be text produced or used in the context of the 
evaluation irrespective of the evaluation activity, i.e. data not generated by the 
evaluation (Crabtree and Miller, 1999). This therefore allows for broader 
underlying structures to be included in the analysis. This was also strengthened 
through a cross-case analysis matrix (Patton, 2002). 
 
The in-depth interviews were transcribed verbatim so that the exact words of 
respondents could be used in the categorizations to follow. After the transcription 
process, the notes were read to identify themes through similarities in meaning, 
and labels were attached to each aspect of the transcript that revealed a new issue 
or element of discussion. These were then placed into general categories in 
tabular form, which allowed for a more focused analysis of the findings. The 
results led to the generation of descriptive summaries which facilitated 
explanations of particular variables and led to an analysis and evaluation on how 
gaps in the literature may be filled. 
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3.7.1.4 Findings and Gaps- Phase 1 
The comprehensive 73 item interview instrument used in phase 1 (see appendix 1) 
addressed the areas of firm technology use, attitudes to technology, resources, 
strategy, leadership, culture and the digital divide. Through a process of 
distillation as facilitated by Critical Social Science, it was found that the construct 
which emerged as most influential for small owner-managed travel firms was 
leadership due to the decision-making autonomy of the managers in these firms. 
In order to make the contribution to theory of this thesis more robust it was not 
enough to simply discover what was the most influential factor. As such a second 
phase of data collection was carried out to meet the fifth and final objective of the 
study. 
 
3.7.2 Phase 2 Data Collection  
Phase 2 was designed to meet the following objective: 
- To develop a model of staged technology adoption for owner-managed 
small travel firms that identifies the characteristics of leaders and firms 
at varying levels of technology adoption. 
In meeting this objective the second instrument was designed in a much more 
focused manner than the previous instrument and relied solely on an open-ended 
qualitative-type instrument to gather data. 
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3.7.2.1 The Phase 2 Instrument 
The instrument used in phase 2 is a completely qualitative one (see appendix 2), 
which seeks to strengthen and validate the leadership constructs and variables 
identified in phase 1 of the primary data collection. These questions were more 
grounded in the transformational leadership literature, as leadership type was 
identified as the major influencing factor in driving various levels of adoption for 
the firms under investigation. The instrument is a very concise one which seeks to 
be extremely focused and not as broad and comprehensive as the previous 
instrument. 
 
This instrument which focuses on transformational leadership attributes used the 4 
general constructs identified by Bass and Aviolo (2003) in the Multifactor 
Leadership questionnaire as a guide. These constructs are idealized influence, 
inspirational motivation, intellectual stimulation and individualized 
consideration. The first few questions were however used to clarify issues related 
to technology experience, risk, and education; all of which emerged as significant 
themes in phase 1 of the study and needed greater depth. 
 
The first three questions on the personal characteristics of the leader sought to 
gather additional information on issues previously addressed in phase 1. In the 
case of education, the level of education was explored; however the area of study 
and study interests of participants who did not go to university was not explored. 
Additionally the level of technology experience was reduced to a single closed-
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ended question on the previous instrument. For this instrument respondents were 
allowed to discuss their technology background more openly. While respondents 
ranked the level of risk which they associated with technology adoption and how 
they viewed themselves as risk-takers, there was no emphasis on what may shape 
their view of risk in the phase 1 instrument; an issue which has now been 
addressed in phase 2.  
 
The following 4 sub-sections of the instrument were influenced by the Multifactor 
leadership questionnaire categories of Bass and Aviolo (2003). While these 
authors found the constructs of idealized influence, inspirational motivation, 
intellectual stimulation and individualized consideration to be critical in generic 
leadership discourse, this study highlights that the dominant transformational 
leadership construct for small owner-managed travel firms is intellectual 
stimulation as it directly addresses creative thinking and behaviours. It must be 
noted that while this approach by these authors adopted a quantitative likert scale 
approach, the instrument used in this thesis allowed for more open discussions 
under these four (4) categories. 
 
The final section on Agile Strategies has been informed by the work of Singh and 
Krishnan (2007) who attempted to develop and validate a new scale on 
transformational leadership. This section was critical to understanding how these 
leaders respond to the need for change as well as how they deal with matching 
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strategy to organizational needs. These questions have also been redesigned to 
assess these constructs and variables in a more qualitative way. 
 
3.7.2.2 Data Collection and Analysis- Phase 2 
The 31 owner-manager firms which were examined in phase 1 were contacted for 
a second round of interviews. Only 20 of these firms expressed an interest in 
being interviewed another time. The major reason given by these top executives 
was the time constraint. This number of firms was substantial enough for the 
nature of this qualitative study and significant data was gathered about the 
leadership styles and its influence on technology adoption levels.  
 
3.7.2.3 Phase 2 Data Analysis 
Through a second phase of interviews which focused on transformational 
leadership constructs, a relationship was identified between transformational traits 
and firm adoption levels. Additionally leaders who possessed more 
transformational characteristics had certain descriptive elements in common such 
as education level and type, previous work experience, family composition, 
technology experience, risk aversion and intellectual stimulation. These 
similarities enabled the formation of leadership typologies at each level of 
technology adoption within the firms. 
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While education level was determined from re-visiting the data from phase one, 
the remaining variables of education type, risk aversion, family composition, 
previous work experience, technology experience and intellectual stimulation 
were determined from this second phase. Intellectual stimulation was the only 
construct from the Multifactor Leadership Questionnaire constructs (Bass, 1999) 
which showed differences in technology adoption behavior for leaders in the 
study; however when combined with the other variables there was remarkable 
explanatory potential. 
 
The template analysis technique, which was used in phase 1, was also employed 
here along with a cross-case analysis matrix (Patton, 2002). The fundamental 
difference was that this phase did not have any closed-ended questions. The in-
depth interviews were transcribed verbatim so that the exact words of respondents 
could be used in the categorizations to follow. These were then placed into 
general categories in a table, which allowed for a more focused analysis of the 
findings. The results led to the generation of descriptive summaries which 
facilitated explanations of particular variables and led to an analysis and 
evaluation on how gaps in the literature may be filled. A combination of both 
phases of data collection and analysis allowed for the development of case 
studies, which are presented in Chapter 4. 
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3.7.2.4 Case Study Analysis 
The approach taken to the data analysis allowed for single cases to be written and 
then compared for similarities. This facilitated the inclusion of case studies at 
each adoption extreme to be presented to highlight contrasts between the 
characteristics of leaders at both ends of the hierarchy of adoption. Two case 
studies are therefore presented in the subsequent chapter to set the foundation for 
the leadership discussion which will ensue. 
 
3.7.2.5 Findings and Gaps- Phase 2 
The overall detailed findings are presented in chapters 4-7, which articulate the 
contribution to theory of this thesis. In summary phase 2 contributed to this 
process in that it helped to identify clear leadership typologies which existed at 
different levels along a technology hierarchy in the firms. This revolutionizes how 
leadership typologies are conceptualized for small, owner-managed firms in the 
travel industry and other information intensive industries. The process of 
conceptualization and operationalization for qualitative research has some unique 
principles and these were adhered to in this thesis. 
 
This thesis provides for greater depth through the lens of Critical Social Science 
by giving credit to previously unearthed variables in the predominantly positivist 
studies of the last few decades, while at the same time using these constructs and 
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variables to probe into latent constructs. In doing so the thesis adds greater depth 
to technology adoption and leadership while adding greater breadth to areas such 
as the resource based view and strategic management.  
 
3.8 Limitations 
One major challenge faced in collecting data included the time constraint of 
owner-managers. This was due especially to their integral involvement in the 
daily operations of the business. Most interviews therefore had to take place in the 
evenings when business activity was reduced. One result of this was tiredness in 
each interview, which typically lasted for approximately an hour. The tendency to 
give abbreviated responses had to be managed by the researcher to optimize the 
data collected. Additionally some respondents were concerned about being tape-
recorded but they were assured of anonymity.  The anonymity of respondents was 
maintained throughout the discussion of the findings based on signed agreements 
with respondents that their identity would be protected in the research process.  
 
The analysis of the data provided its own challenges in terms of identifying 
patterns in the qualitative data and doing the cross-case analysis. However, full 
immersion in the qualitative data as well as support from some exploratory 
quantitative descriptions, assisted in the emergence of patterns and typologies (see 
figure7.7). 
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4.1 Research Findings Introduction 
Having examined the theoretical background to technology adoption, 
organizational decision-making and leadership in chapters 2 and explaining the 
methodology in Chapter 3, this chapter presents preliminary data from the 
research findings which address current technology use as well as technology 
attitude. This chapter helps in meeting two of the objectives of this thesis: 
- To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
- To investigate the influence of internal firm factors such as strategy and 
resources in technology adoption in owner-managed small firms. 
 
While the subsequent findings chapters address the dominant qualitative findings 
of this research which answer the “why” question, this chapter seeks to provide a 
foundation for those discussions by presenting a background of the firms in the 
sample. It answers the “what” question as it relates to current technology use 
while answering the “why” question for strategy and resource issues. It identifies 
the technology perceptions of owner-managers before explaining the cause of 
those perceptions. It also points to the role of internal firm factors such as 
resources and strategy by highlighting how these may influence adoption 
decisions.  
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This begins with an exploration of firm characteristics which are important to an 
understanding of adoption decision-making processes in the firm. An area of 
particular significance in this chapter is the examination of the level of technology 
activity in these firms. The questions probed to investigate current technology 
use, perceptions of use and intention to use internet technologies in sales and 
marketing. These characteristics were obtained from responses to closed-ended 
questions at the beginning of the interview instrument in phase 1 of data 
collection with explanations from open-ended qualitative responses.  
 
4.2 Firm Characteristics 
There are 43 travel agencies in the island of Jamaica. Thirty one (31) of these 
firms were interviewed in phase 1 as they shared the same characteristic of having 
owner-managers (those owners who engage in the daily operational activities of 
the firm). Owner-manager firms were targeted as this reflected more autonomous 
decision-making in the firms. These firms varied in size and length of operation. 
 
The general findings from the exploratory closed-ended questions indicate that the 
firms in the sample typify older firms as 21 (67.7%) of those firms were in 
existence for more than 15 years and only 5 (16.1%) of the firms started 
operations less than 10 years ago. Using the number of employees in the firm as a 
proxy for firm size, it was discovered that 87.1% of the firms had fewer than 15 
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employees and 71% had less than 10 employees. The firms may therefore be 
categorized as mature, small firms. 
 
The age of these firms may point to a possible cause for their resistance to new 
innovations. Relationships have been identified between innovative activity and 
the age of the firm (Lynskey, 2004). One side of the debate identifies that age and 
experience may lead to more competitive behaviours while the opposing 
argument points to newer agile firms being more open to cutting edge approaches. 
The latter would seem to be more applicable in this research as owner-managers 
in older firms highlighted that their traditional methods continue to work therefore 
there is the perception that the need for change is not evident. One respondent 
stated:  
“We have been in this business for almost 20 years and we have survived 
harder times than these. For the last 10 years we have used SABRE and it 
has worked well for us. I think that these challenges will soon pass just 
like they did when we faced commission cuts in 2001.” 
 
In terms of the markets being served by these companies, it was striking that all of 
the firms in the sample served the outbound leisure and business markets but none 
of the firms served inbound leisure or business markets. Reasons given were that 
inbound travel to the island does not pay a commission. The excessive emphasis 
on outbound travel highlights the workings of a relationship oriented society. The 
client bases of these firms have been fairly constant with little new business being 
generated. Respondents stated that they served most of their clients for over 10 
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years and that they felt that there was a high level of loyalty. In the same vein the 
respondents recognized that the client base was decreasing rather than increasing, 
as their clientele (primarily baby boomers), seemed to be booking less through 
them while Generation X and Y were seeking alternative means of booking 
online. One respondent stated: 
“Most of my customers have been with me for a long time and now they 
seem to be booking less, which is maybe because of the global economic 
crisis or just the fact that they are older than they were and are naturally 
traveling less. At the same time we tend not to get a lot of young people 
booking with us because they probably do it themselves.” 
 
In order to reach these markets which they serve, 100% of the agencies mainly 
rely on Global Distribution Systems (GDS), primarily SABRE and AMADEUS, 
who provide them with the systems. On this basis 96.8% of the firms considered 
their technology use to be very high. While the majority also felt that technology 
is important for sales and marketing, they were unable to see the importance of 
any ICT outside of the GDSs. As a result 77.4% of the firms felt that company 
websites were unimportant and an even larger percent (87%) considered the 
online market to be very unimportant. As a result none of the firms had a 
Facebook, MySpace or twitter account, and the internet is primarily used for 
emailing. 
 
Of particular interest however was the fact that all of these firms agreed that the 
variables identified by Eason (1998) were applicable. Over 90% of all 
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respondents agreed in all instances that the internet promotes faster work, makes 
work simpler, takes less effort and improves output quality. However, firms were 
overwhelmingly uncertain or in disagreement that the internet improves their 
image among competitors and saves money for the company. Therefore, while 
they could identify operational benefits of the internet, they were unconvinced 
that it was helpful from a strategy and resource perspective.  
 
To further highlight this point, all the respondents felt that an internet investment 
was either medium (45.2%) or high risk (54.8%). This suggests that there was 
some ambivalence or at least uncertainty about whether returns on such an 
investment were worth it. This refers to three types of perceived risk: 
psychological risk (Eastlick and Lotz, 1999) time risk (Tan, 1999) and financial 
risk. All three were applicable in this study as owner-managers were apparently 
worried about the risk of losing time and money but also about the psychological 
risk of becoming dependent on the internet. As stated by one respondent: 
“I have seen too many companies in other industries become so 
technological that they lose some of their customer service quality and I 
do not want my company to become so dependent that we forget who we 
are.” 
 
Most importantly firms highlighted that their strategic decisions were driven by 
customers and the variables used by Wöber and Gretzel (2000) such as speed, 
convenience, accuracy and security were all important to the majority (80.6%) of 
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their customers. The only variable which 100% of the respondents agreed was 
critically important to their customers was personal interaction, a service which 
they articulated, could not be provided by the internet. 
 
Further exploration revealed that all of the agencies use computers for back office 
accounting and administrative functions through software called “pear tree”. This 
is an automated system which allows for payables and receivables to be handled 
efficiently. For front office operations 100% of the agencies use Global 
Distribution Systems (GDS) to serve their markets. This is very significant in 
highlighting their attitude to investing in technology. One respondent stated that: 
“The airlines give us these systems for free as well as training in how to 
use them so we do not have to invest too much or face the risk of losing 
money when things do not work out” 
 
The most popular GDS among firms was SABRE due to the initial relationships 
with American Airlines who were the owners of this system before it became 
independent. AMADEUS is next in terms of GDS use and is growing in 
popularity among the firms. Very few firms saw the need for any other 
technological tool in their sales and marketing effort.  
 
They also pointed out that their competitors who created websites had not gained 
any benefits from doing so. As one respondent highlighted:  
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“I have seen some travel agencies spend a lot of money to design a 
website and I cannot see how their company is better off than mine right 
now. It just seems like a waste of money.” 
 
For those who created websites in the past they highlighted that a website seemed 
like a great idea because it would bring visibility to the firm. Having created it 
however they recognized that they did not have the personnel to update and 
maintain such a website. One owner-manager pointed out that “Creating a website 
is one thing but maintaining it is completely different matter”. These websites 
presented information in the initial stage of the operation, much of which is now 
outdated.  
 
Of the firms which had websites, only two of them had the intention to engage in 
online selling. Some were interested in visibility and providing general 
information about the company and where it is located while others went a step 
further to provide marketing information such as package deals. In most cases 
however, customers had to make the booking on the telephone or at the office. 
This would seem to suggest that the intent was to use the website to influence 
traditional offline bookings. One respondent pointed out that:  
“When designing the website we did not consider doing complete 
bookings online because that is complicated and risky. We just wanted to 
become more visible so that potential customers would see us and call us 
to make bookings.” 
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This approach was taken because of the additional cost of familiarizing 
employees with the technology. The issue seems to be one of learning to use the 
internet (Rogers, 2003; James, 2004; Stump et al., 2008). Issues of ease of use 
(Davis, 1989) may be addressed by greater internet training. Notably these owner-
managers overwhelmingly saw little importance in implementing this kind of 
training. This was because they preferred to use systems where training was 
already provided free of cost. As stated by one respondent:  
“There would be additional cost in training employees and I am not sure 
that we would increase revenue as a result. At least with the GDS training 
is provided at no additional cost to us so even if there are no significant 
returns then we are not seriously affected.” 
 
This is evidence of a greater operational focus than a strategic one by these 
owner-managers. They are unable to see the long-term benefits of increased 
training in the use of internet technologies and choose to allow for technology 
training only if this is free. 
 
Image among competitors and monetary savings were used to address issues of 
strategy and resources which are factors from the literature, which influence the 
adoption of innovations. Image was the only item in this section on relative 
advantage for which there was no uncertainty. There was a high level of 
disagreement as 80.6% of the sample disagreed or totally disagreed that such a 
benefit existed. This was due to the fact that they only viewed local operators as 
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their competitors and these companies were equally as ambivalent about internet 
use especially for front office functions. One respondent pointed out: 
“I do not think that our local competitors are using these technologies 
either and so whether I use it or not they will not think I have a better 
image. In any case they do not know what I am using or not using and I 
don’t pay a lot of attention to what they use.” 
 
While the competitors are also not using internet technology for sales and 
marketing, owner-managers are being narrow in their approaches. In actuality, the 
fact that competitors are not using this tool for sales and marketing may present a 
strong case for why its use would probably yield a competitive advantage.  
 
The most telling of these benefit items is monetary savings. It must be reiterated 
that these are small firms with limited resources. The management structure for 
each of the firms is fairly simple, where the owner is the manager and provides 
supervision for a few employees. The returns on investment therefore feed 
directly into the owner-manager’s livelihood. One owner-manager stated: 
“My company is my life investment and so anything that I spend on for 
the agency must guarantee that I either make more money or save some 
money. I am really not sure that I would save or make any money from 
increased internet use.” 
 
Concerns regarding competitive image and efficient use of resources are directly 
related to the strategy and resource allocation debate, which will emerge 
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subsequent to the case study analysis, which encapsulates the characteristics of 
the highest and one of the lowest adopters in the study. 
 
4.3 Case Studies 
Case A 
The firm and owner-manager in Case A represent a minority of high-adopting 
firms. The internet activity in this firm involves regular emailing, online browsing 
and minimal online sales with an intention to broaden this platform. The owner-
manager of this firm is an avid user of the internet for personal online buying and 
personal social media use and has three teenage children who are avid users. He 
cites this as being influential in his decision to introduce an online platform in the 
firm. He states: 
“I buy things online all the time like gadgets and books and I have always 
felt that it is an excellent way to reach customers. I have delayed using it 
in the business for a while because I figured that my client base was not 
ready. I think the time is right at this point as the client base is becoming 
more savvy. In any case I can try to reach people outside the current client 
pool.” 
 
“I currently use facebook to connect with friends and I am not using it in 
the business as yet because I need to find out more about whether 
customers view it as a serious business tool or just as something to do for 
fun. I am open to the idea though and will look into it.” 
 
The experience with using technology has impacted this manager’s proclivity to 
introduce some forms of cutting edge technology in the business. It creates a level 
of openness to exploring options. This openness was further influenced by a 
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university education in business studies, which allowed for an understanding of 
various business models. 
“Back in my days at the University of the West Indies I learned how to 
analyze market needs on a broader scale through needs assessments. This 
kind of business knowledge can be applied to any industry and is not 
limited to just travel.” 
 
“I also had the privilege to work in banking and finance as well as real 
estate, and both of these industries faced hard times so I understand that in 
difficult times, which as you know the travel agencies are facing, we need 
to find new strategies to survive.” 
 
 
Previous work experience in other industries also played a role in the outlook and 
approach of this manager and he stated that this made him less risk-averse as he 
noted that “even though I live in a society that is not very open to technological 
investments, something new must be tried in times of crisis.” The most profound 
statement made by this leader was that “you can’t expect to do the same thing 
over and over and expect different results.” This owner-manager may be 
characterized as a market leader who aims to take a proactive approach rather 
than a reactive one and seeks for new opportunities to counteract imminent 
challenges. 
 
Case B 
This case represents low adopting firms and echoes the sentiments of the firms in 
this category. The level of internet use is limited to emailing and the main tool for 
sales is the GDS which is given free to these firms. The interest in spending 
money and making an investment in technology and the internet is therefore very 
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low. The owner-manager has been in the travel industry for the last 25 years and 
believes that the technology revolution has affected service quality. 
“When I first started in this industry I used to work for Air Jamaica and 
then I went to Martin’s Travel. Afterwards I opened my own agency 
because I was impressed with the level of service of these companies. 
Back then we didn’t have all this online craze and we believed in 
personalized service.” 
 
This manager feels that there is a great deal of incompatibility with technology 
and having a personal touch in business transactions and believes that if she 
continues to offer exceptional service then her business will rebound and once 
again become profitable. Her view is narrowly focused as she entered the travel 
industry straight from high school and has not had any formal educational training 
since then. She is therefore limited by her experience and refuses to do anything 
differently especially without any evidence of the benefits of significant 
technology use. She has one child who is now an adult and does not live at home. 
She is risk- averse to the internet and highlights that: 
“I would be wasting my time to try to sell online to my clients because 
most of them do not like using the internet to do serious business; 
furthermore they like having that personal contact and they wouldn’t trade 
that for anything.” 
 
The personal characteristics of these owner-managers at opposite ends of the 
spectrum play a role in driving strategy and resource allocation decisions, which 
are the key internal elements of the firm in technology adoption studies as 
previously highlighted in figure 2.2. Each of these factors will be discussed based 
on the findings from the qualitative research. 
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4.4 Firm Strategy 
Overwhelmingly strategic management theorists have relied on the work of 
Harvard scholar Michael Porter (1985) in discussing business strategy in 
competitive environments (see for example David, 2007; Kim et al. 2004; 
Stonehouse and Snowdon, 2007; Poon, 1993; Wynne et al. 2001). A resonant 
argument in this body of research is that in formulating strategy the firm must be 
guided by competitors as well as consumers. It is expected that the result will be a 
well-informed, robust and dynamic competitive strategy. While the bottom line of 
strategy surrounds competitiveness, strategy will be conceptualized in three ways 
for the purposes of this research to reflect the supply chain. This will include 
overall competitive strategy, procurement strategy and distribution strategy. Most 
importantly each of these will be examined for their role in technology adoption 
in these firms. 
 
4.4.1 Competitive Strategy 
The findings of this thesis largely support the work of Porter in terms of strategy. 
According to Porter (1985; 2001) a company develops its business strategies to 
obtain competitive advantage over its competitors. It does this by responding to 
five primary forces:  
 
 The threat of new entrants  
 Rivalry among existing firms within an industry  
 Threat of substitute products/services  
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 Power of suppliers  
 Power of buyers  
 
Porter suggests that technological change, such as ICT, is one of the most 
important forces that can alter the rule of competition. This is because a majority 
of activities in an organization create and use information and this will be more 
powerful for industries where information is the key product. Until recently travel 
agents have been the key intermediary with information as their primary stock in 
trade (Cheyne et al. 2006). They argue that the Internet is a major source of 
information and so the agencies’ stock is at risk due to the availability of 
information to end users in an unprecedented manner. This brings into sharp focus 
a need to understand the role of technology in restructuring the industry and even 
more so the drivers of adoption for particular types of firms in this process of 
revolution. 
 
In relation to the five forces previously mentioned, the firms in the sample were 
not particularly affected by the threat of new entrants since there continued to be a 
reduction in the number of firms operating in the environment. Even with new 
entrants such as Expedia, the firms did not view firms outside of the local 
marketplace as competitors. Rivalry among existing firms was however a very 
important element. The major strategy for competing with rival firms seemed to 
be the undercutting of service fees which led to high levels of mistrust. One 
respondent stated: 
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“As a group we decided that service fees should be J$2,100 and there are 
some companies who have secretly been charging as little as J$1,500. At 
this point we cannot even trust the association to regulate the industry.”  
 
The Jamaica Association of Travel Agencies (JATA) includes all of the firms in 
the study. In response to the commission reduction by suppliers, the collective 
decision was taken to set service charge at a minimum level. In order to increase 
market share some firms have chosen to informally sell services below the price 
floor to which they had agreed. This short term approach resulted in rival firms 
doing the same and this led to a lack of trust and the absence of long term 
strategies to gain a competitive edge. An interesting response from an owner-
manager revealed that: 
“The president of our travel association (JATA) is the manager of the 
largest travel agency which has been buying all of our small firms. To 
have someone like this as the president means that the association is no 
longer looking out for the best interest of smaller, under-privileged firms 
like mine”  
 
The greatest threat of substitute services emerged with the advent of the internet 
and in particular its use for purchasing travel services. A striking finding was that 
the perception existed in these firms that their services were not completely 
substitutable. This was based on the view that they provided a personalized 
service, which could not be provided by the internet. A common sentiment was 
expressed by one respondent who said: “my clients will never get this level of one 
to one service online”. Another stated that “they always come running back when 
they are disappointed with online transactions”. Those firms in the minority which 
were exploring online options for sales and marketing held the view that markets 
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were beginning to care less about this personalization and decided that a 
multiplatform approach was the best strategy. 
 
The power of suppliers and buyers is very evident in the study. The major 
suppliers are airlines and their actions resulted in an alarming decrease in the 
number of agencies with the number moving from 105 to 43 between 1999 and 
2009. In 2000 American Airlines, British Airways and the regional carrier Air 
Jamaica cut commission from 9% to 6% for travel agencies in the region.  
 
As was previously noted, when Jamaican travel agencies attempted to boycott the 
sale of American Airlines tickets in response to the 3% cut in commissions in 
2000, their efforts proved futile as the airline, which accounts for approximately 
70% of air traffic to the region, simply decided that direct bookings was the best 
course of action. The agencies’ position was further weakened when Air Jamaica 
and British Airways followed suit with similar cuts just two months later. Further 
commission cuts were experienced in 2009 from 6% to 3%.  
 
The power of buyers has also been seen in the overall decision to remain in 
operation with low levels of technological innovation in response to the 
perception that the buyers are not particularly interested in high technology 
platforms. This necessitates an exploration of the distribution strategy in these 
firms. 
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4.4.2 Distribution Strategy 
A resonant theme from respondents surrounded whether some forms of 
technology adoption were compatible with their sales and distribution strategy. 
This they articulated is driven by consumer needs and preferences. Of all the 
variables posited by Wöber and Gretzel (2000) such as speed, convenience, 
accuracy and security, the entire sample recognized that the markets which they 
served valued personal interaction as the most important variable in conducting 
travel business. Respondents spoke in particular about high-end clients who had 
24/7 access to them in much the same way that they would have access to online 
booking sites. Relationship building forms the cornerstone of their operation. One 
manager stated: 
“My clients can call me anytime of the night in the same way that they can 
turn on their computer. I have had situations where a certain prominent 
businessman called me from China to change his travel plans because he 
had an unplanned meeting. He was not interested in changing anything 
himself so relationship is important to these high-end customers.” 
 
While respondents agreed that the internet provided speed and convenience they 
were less convinced about its strength in terms of personal interaction, accuracy, 
security and simplicity. They felt that these were all areas in which traditional 
agents had a competitive edge over online sources. Typically they felt that their 
local outbound market found online transactions to be difficult as a result of 
trying to do so and making mistakes, which influenced their view of its accuracy. 
Additionally they felt that the market did not think there was sufficient credit card 
security. The interviews revealed that: 
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“Our customers are not yet ready for online buying for a number of 
reasons. First they are not familiar with the technology, then many of them 
do not have credit cards and those who do, don’t think it is safe to use it 
with someone that they cannot see.” 
 
“Too many of my clients try and make mistakes and then want me to fix 
the problem which they have created. Sometimes I charge them to do this 
so that the next time they will think twice about trying to do something 
that they are not competent at.” 
 
“The customers that I serve do not want too many options. This is the 
problem with the internet. They see too many options and get confused. 
This is why I think they need me to make it easier for them.” 
 
 
One element which emerged from the interviews, which was a variable that was 
not found in the literature was accountability. Owner-managers stated that their 
customers liked to have someone to blame if things went wrong. One respondent 
stated that “they like to have someone to quarrel with if their booking is messed 
up and they can’t do that with the net.” If there was someone accountable for 
errors then that person would be responsible to correct those errors. In online 
situations they felt that their “low-tech market” experienced what has been termed 
as transaction loneliness.  
 
Of particular interest was the fact that most managers felt that there is a high level 
of incompatibility with having a high-tech strategy coupled with a hi-touch one 
(intense personal interaction) despite compelling arguments by theorists (see for 
example Buhalis and Licata, 2002; Hatton, 2004) that a multi-platform approach 
to distribution will yield sound business models. The owner-managers in the 
sample seemed more concerned with what Eastlick and Lotz, (1999) refer to as a 
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perceived psychological risk of becoming too dependent on the internet and 
losing the essence of their customer interaction. One owner-manager stated “if we 
rely too much on the technology our business loses its personality.” It is clear 
therefore that if these owner-managers are to engage in greater internet 
technology adoption, they will need some form of assurance that online and 
offline channels of distribution can “peacefully co-exist”.  
 
In determining what channels to use to distribute services to customers these firms 
were operating on limited information. Firstly none of the firms in the sample 
knew what distribution methods their competitors were using and so their claim 
that customers could not handle some platforms was unfounded. Secondly they 
focused primarily on current platform uses of the client bases and typically 
ignored the changing needs of the existing customers as well as the new needs of 
the emerging markets.  
 
4.4.3 Procurement Strategy 
The firms under examination are intermediaries and therefore do not operate at 
either end of the supply chain. It is important to look at more than their strategies 
for distribution and analyze their approaches to buying from suppliers. The 
concept of strategic purchasing is not a new one and theorists (Eames and Norkus, 
1988) have long discussed relationships in business to business (B2B) 
transactions. They have in fact suggested that business buyers should create a 
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strategy that consists of four elements: self-analysis, vendor-analysis, vendor-
performance analysis and programme review. 
 
A more contemporary discussion of B2B relationships has been carried out by 
Ryals and Humphries (2007), who state that while unnoticed to business 
marketers, there has been a quiet revolution in supply chain management where 
the traditional emphasis on least-cost transactions has given way to a focus on 
long-term relationships with a few key suppliers. This again is in contrast to the 
previous views of authors (Ricketts, 1994; Williamson, 1979; 1990; Reve, 1990) 
and demonstrates a shift from the view that transaction cost is the key driver. 
 
In the case of the owner-managed small firms in the sample, there is no clear 
procurement strategy for two major reasons. The first is that the pool of suppliers 
is fairly small for the type of air travel being demanded (ie. from Jamaica to the 
United States). Secondly there is very limited supplier diversification into areas 
such as cruises, hotels and tours. Cruises and hotels in particular are now offering 
five times more commission than airlines in the Caribbean. This diversification 
into accommodations and cruises would also allow for firms to re-invent their 
level of importance through a greater influence over inbound travel as discussed 
in chapter 1.  
 
It may be categorically stated that while procurement itself has an effect on these 
firms who use GDS systems provided by the suppliers, the current situation does 
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not encourage the development of a procurement strategy that would influence 
innovative behaviour. These relationships for the most part have remained static 
in terms of the processes for the procurement of these travel services. The firm 
strategy debate in the context of technology adoption for small owner-managed 
firms must therefore be assessed primarily in the areas of competitive and 
distribution strategies. These have however emerged as the effects of broader 
factors such as leadership in firms with these characteristics.  
 
4.5 Leadership and Strategy Formulation 
There are some unique characteristics for the firms in the sample. They are small, 
owner-managed firms in an information intensive industry. All of these 
characteristics have influenced which factor has emerged as the most dominant 
one in this research. Owner-managed firms typically provide a great level of 
autonomy for the owner in the daily operations. They tend to act not only in the 
best strategic interest of the firm but also for personal and family interest. 
 
The small size of these firms usually signifies inherently simple organizational 
structures in terms of reporting relationships. Once again this leads to a greater 
autonomous capacity for the owner-manager who in many cases for this sample 
did not have a board of directors to whom they were accountable. Decision-
making was typically unilateral and often reflected the personal preferences of 
these leaders. This is particularly critical in an information intensive travel 
industry where firms are using relatively low levels of cutting edge ICT. When 
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asked how decisions about what new innovation to introduce were made the 
responses included: 
“If I see the benefit of some new innovation then I will check to see if I 
have the money to introduce it. If I am convinced that it is something that I 
absolutely need then I slowly introduce by telling employees about it and 
then doing orientation about it.” 
 
“Well I make the decisions since I am the one who will be answerable to 
my family if the business fails. I sometimes ask for the advice of friends 
who may have some experience with a tool or with a similar business but 
at the end of the day it comes down to my decision.” 
 
 
Strategy formulation in these firms is usually within the sole purview of the 
owner-manager and these strategies tend to reflect the experiences of the 
individual. As indicated in chapter 6 on leadership, the decision to adopt a high-
tech or low-tech strategy was directly linked to the level of personal technology 
involvement of that manager. In the cases where leaders were not experienced in 
the use of a particular technology those firms tended to use more traditional 
approaches. Firm leaders who were simply using the GDS as the highest form of 
technology in firms responded alike in terms of their personal technology use. 
Some responses were: 
“I have to make decisions that will enhance my firm and I am not 
comfortable introducing things that I am not familiar with. If I use the 
technology and I am comfortable with how it works then I might use it for 
the business. I don’t use most of these new technologies myself so I am 
not sure if they are right for the company.” 
 
“Most times I don’t use these technologies because I am not good at using 
them. I have survived all of my life without using some of these things. 
The company has also been around for more than 20 years and it has 
lasted this long without these new gadgets.” 
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Where firms had technologically savvy leaders there was a greater propensity to 
create distribution strategies which included certain technologies. The most 
technologically inclined firm had already developed an online selling platform 
and was rejuvenating its use while researching and exploring social media as a 
marketing tool. The manager of this firm stated: 
“The power of the internet cannot be ignored. Markets are changing. As a 
consumer I use the internet to purchase books, music and travel products 
and so I know that in the same way that this works for companies that I 
buy from, it can work for my business too.” 
 
There were other important variables such as education, family status, intellectual 
stimulation which determined some leadership typologies which are discussed in 
chapter 6. The purpose here is to establish that leadership was the dominant factor 
and that strategy was not a central driver in the technology adoption decisions of 
small, owner-managed firms.  
 
The strategic choices emerged as more of an effect rather than a cause in the 
study. They were the result of certain types of leaders. Leaders who made 
strategic decisions which involved the adoption of new innovations were typically 
those leaders who employed agile strategies. On the other hand those leaders who 
were inflexible were naturally more resistant to strategy formulation which 
included substantive or structural changes. It was generally found that the owner-
managers were strategically weak as there was little vision or long-term planning 
for the firms. This may explain the lack of interest in transformational tools such 
as the internet which would require considerable deviation from the norm.  
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4.6 Resources 
In addition to strategy, resources have been identified as an internal influence on 
decision-making processes in organizations (Kraajenbrink et al. 2010). The 
critical resources identified by these owner-managers were financial and human 
resources. In all cases within the firms there were resource constraints so the issue 
became one of priority spending, budget allocation and human resource 
deployment. The firms in the sample suffered from declining revenues as a result 
of drastically reduced commission from suppliers and therefore had to make some 
key decisions about where limited resources were to be used. A recurring finding 
was that due to the simple decision-making processes and personal interests of the 
managers, priority areas reflected the personal preferences and interests of these 
owner-managers. Respondents stated very clearly that: 
“The priority is paying bills, paying staff and keeping the business running 
from day to day. I have seen nothing to suggest that my limited finances 
must be spent on something just because it is new. I don’t think I need it.” 
 
“I am not one of those who think that the use of the internet to reach 
clients is a waste of time but my profit margin is getting smaller and I 
have to prioritize how I use resources. My family depends on the survival 
of this business and I have to make sure that what I spend on will bring 
quick returns.” 
 
 
4.6.1 Resources and Competitiveness 
Resource-based theorists (Penrose, 1959; Chandler, 1977; Teece, 1982, 
Wernerfelt, 1984; Peteraf, 1993; Mowery et al. 1998) have overwhelmingly 
argued that those firms holding resources may maintain a relative position of 
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competitiveness to other firms without those resources, once they act rationally. 
There did not appear to be a great disparity in the resource position of the firms in 
this study, meaning that all firms stated that they were struggling in terms of 
revenues in similar ways because of commission cuts. The difference was not one 
of resource position but of perception between those technologically inclined 
firms and those which were not, as evidenced by the differences in the earlier 
responses of low adopters and high adopters. While there did not seem to be a 
resource advantage for these firms in the present, those firms which were acting to 
acquire greater online resources may hold such a resource position in the future.  
 
The resource position barrier therefore provides a basis upon which firms already 
competing may outdo each other.  Firms may therefore use their resource position 
to cement their lead. What is evident in these discussions is that resources play a 
significant role in a firm’s decisions as it many times dictates what can or cannot 
be done. While this may be true in absolute terms, resources are never infinite 
even for larger firms with a strong asset base. It always comes down to the 
decisions which are made about how to allocate limited resources in the firm.  
 
With the exception of two firms in the sample, the interviews revealed that 
technology spending in particular on online platforms was not a priority area for 
the respondents. The other firms were mainly using GDS systems, internet for 
emailing and web browsing and did not aspire to climb higher on the technology 
hierarchy. Even those owner-managers who felt that there was some degree of 
Chapter 4                                                           Research Findings: Internal Firm Factors 
 
169 
 
importance to technological development stated that there were other areas of the 
organization which needed greater resources. These areas typically involved back 
office functions and paying staff. These areas of prioritization were based on three 
key issues in the firms. 
 
The first issue is that these leaders had short-term vision and thought that it was 
not prudent to spend on anything that did not affect the immediate daily needs of 
the firms. This may be an indictment on the type of leadership being provided at 
the moment or more so of the leadership provided over the last 5-10 years. It may 
be the current short-sightedness that is causing the lack of strategic spending or 
the short-sightedness of the past may have placed these firms in survival mode 
now where markets and the global industry have already moved ahead of them. 
Firms in survival mode are unable to see beyond the immediate crisis with which 
they are faced and are many times spending resources playing “catch up”. 
 
The second issue relates to the fact that these leaders were not convinced that they 
had received significant returns on previous technological investments. This may 
have translated into their perceptions that internet technology investments are 
high-risk, also a finding which was presented previously in this chapter.  
 
The third issue which relates more closely to competitiveness is that owner-
managers were content not to spend on anything which it appeared their local 
competitors were not spending on. The fact that competitors were not spending 
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their financial resources on cutting-edge technology was indicative of the fact that 
they were all given the GDS by suppliers free of charge. For the respondents this 
meant that they did not have to make major investments. Additionally due to the 
limited technology experience and low comfort levels with performing tasks 
online, it was their personal preference to use older, more manual approaches.  
 
 
4.6.2 Resources and Firm Performance 
Early resource theorists such as Peteraf (1993) more closely align resources with 
firm performance. This presupposes that firms are heterogeneous in terms of 
internal capabilities and resources, which has always been fundamental in 
strategic management discourse as it has always been argued (Andrews, 1971) 
that a firm’s strategies should emerge from an assessment of its organizational 
competencies and resources. On the basis of the heterogeneity of the firm it is 
therefore clear that strategies must differ between firms and  must be dependent 
on what the firm is able and willing to do; a direct result of their asset base.  
 
While it cannot be argued that the resource bases of the firms in the sample are 
identical, there did not seem to be sufficient heterogeneity to be able to identify a 
relationship to differences in firm performance. Their resource position in terms 
of asset base only affected performance to the extent that there was some degree 
of heterogeneity in their decisions about what areas to prioritize in terms of the 
budget. There was a more direct relationship between the leadership of the firms 
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and the performance of these small, owner-managed firms. For example the firms, 
which turned out to be pioneers in the local industry in terms of distribution 
platform transformation were seen to have leaders with particular characteristics 
while those who lagged behind also had some leadership similarities (see chapter 
6). 
 
The performance of the more innovative firms tended to be better in terms of 
sales, image and operational efficiency. It may be argued that this is coincidental; 
however the approach to leadership which influenced a greater openness to new 
innovative processes may also have previously translated into more proactive 
behaviours which have now led to these firms being market leaders. 
 
 
4.6.3 Resources and Diversification 
Resource-based theories have also articulated that firms with broad resource bases 
are more likely to pursue diversification (Montgomery and Hariharan, 1991). This 
diversification may refer to diversification of products, markets or processes. The 
diversification of markets and processes in particular would be enhanced by a 
greater use of the internet for sales and marketing in these firms. While greater 
resources would enable firms to make decisions for example about what platforms 
they may or may not capitalize on, the decision to allocate resources to the 
introduction of advanced technology may act as a catalyst in the diversification of 
other areas of the business without further substantial investment. While a firm’s 
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resources certainly are not the sole determinant, they allow for a firm to have 
many more choices between strategy options as their internal capabilities allow 
for multiple avenues for conducting business. One exceptional firm in the sample 
demonstrated this concept and is now a market leader technologically as well as 
financially. The key driver which was identified was the difference in leadership 
perceptions about the role of technology in the daily operations of the business 
between the firms which were more inclined to adopt online technologies and 
those which were not. This will involve a broadening of their current 
understanding of resources to include technological resources and not just 
financial and human resources. 
 
 
4.6.4 Resources and Collaboration 
The inclusion of technological resources as a part of the asset base facilitates an 
extended discussion to include issues outside of the firm. Theorists (Teece, 1982; 
Mowery, Oxley and Silverman, 1998) have applied the resource-based view to 
inter-firm collaboration. Mowery et al. (1998) focus on technological capabilities 
and they posit that technological overlap plays a role in partner selection. The 
broader application however is that firms with significant resource bases are 
particularly attractive for collaboration. The literature does not point however to 
which category of resources are most attractive and also does not give much 
consideration to variances between industries.  
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These small, owner-managed firms in the travel industry for instance, do not see 
collaboration with their local competitors as a wise strategic decision. They base 
this on having to share their already limited resources. There was the sense that 
each firm felt that they were slightly better off financially than their competitors 
and therefore had something to protect from a strategic perspective. Respondents 
stated that: 
“Any collaboration with other travel agencies would hurt my business 
because we are all struggling and some of these firms are even worse off 
than mine which would mean that they would suck the remaining life out 
of my business.” 
 
“Experiences in the past have proven that many of the other local travel 
agencies cannot be trusted. Any alliance would mean the sharing of certain 
kinds of information and from a strategy point of view I don’t like it. 
Since we all have challenges with money then we will each have to figure 
out how to survive.” 
 
 
4.6.5 Resources and Firm Strategy 
Resource-based discussions are grounded in debates about a firm’s distinctive 
competencies, heterogeneous capabilities and diversification strategy (Mahoney 
and Pandian (1982).  They further argue that distinctive competence is a function 
of the resources which a firm possesses at any point in time. The ability therefore 
to prolong or sustain this distinctiveness will depend on the type of resources and 
the type of industry. The RBV however is not intended to provide managerial 
prescriptions (Barney, 2001). While this is so, it points very clearly to 
implications of why some firms have a strategic competitive advantage over 
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others and can therefore be of great value to managers (Kraajenbrink, et al., 
2010).  
 
Most of the firms in the sample do not have a distinct asset advantage. It was 
noticed that strategies varied to some degree with high adopters and low adopters 
and a relationship between strategy and resources was identified. High adopters to 
include two firms that were exploring online selling options, one with a 
significant asset base and one with a limited asset base, tended to have proactive 
strategies which recognized that they should create platforms which anticipate 
changes in the market. They therefore were willing to allocate resources to 
support those strategies. In Moderate and Low adopter firms (see figure 7.7) they 
were reactive and typically stated that “local markets were not yet ready for this 
type of online activity.”  
 
Contemporary Resource Theorists (Brouthers et al., 2008) have extended 
discussions of the resource based advantages to the international context. They 
suggest that differences in the institutional environments of nations may influence 
its applicability. Therefore the resource based perspective may become more 
robust when the moderating influence of national institutional environment is also 
considered. Context specificity may therefore play a role in assessing firm 
performance. Evidence from the field demonstrated that all of the firms in the 
study operate within the same national institutional environment, thus differences 
in the spending choices clearly stem from separate factors which are unique to 
Chapter 4                                                           Research Findings: Internal Firm Factors 
 
175 
 
firms. This however does not preclude the application of the RBV but rather 
suggests that firm-specific capabilities and resources be considered within broader 
institutional contexts and firm strategy considerations for studies of a more 
comparative nature. A more useful analysis of the impact of resources in these 
firms would surround how competencies are enhanced or constrained by resource 
capabilities. 
 
 
4.6.6 Resources and Competencies 
The firms in the study emphasized in the interviews that there were significant 
limitations placed on these small firms due to a lack of sufficient resources. “You 
have to understand that we are a small company and we don’t have a lot of money 
to go around.” While this was a recurring theme throughout the data collection 
process, it was more important to establish whether there were significant 
differences in resource bases across firms. The heterogeneous nature of firms 
based on resources has received substantial attention in the literature. In addition 
there have been discussions about the competitive edge that these differences 
provide.  
 
It has already been established that there is greater homogeneity than 
heterogeneity in terms of resource bases in these firms. There was a difficulty in 
attaining specific data about financial resources of these firms. However all firms 
stated that they are operating at margins which were below their variable costs, 
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which is usually an indication from an accounting perspective of whether firms 
should stay in business.  
 
There was more heterogeneity between how firms chose to prioritize the use of 
their limited resources. This was a direct result of leadership decisions, which as 
stated earlier in this chapter, are paramount due to the small size and simple 
management structure of these firms. The actions of the leader become important 
in decision-making regarding resource allocation (Kraajenbrink et al., 2010). This 
is even more magnified where firms have significantly limited resources as tough 
decisions must be made about priority spending in order to efficiently use these 
resources.  
 
The resource limitations which were highlighted by owner-managers focused 
primarily on human and financial resources. In most cases the managers stated 
that there was not enough money to invest in a hi-tech strategy. In other cases 
however managers felt that where money was available they did not have capable 
human resources to consistently maintain technological innovations such as 
websites. This was also evidenced where firms in the minority which had 
websites stated that these were inactive. Although these resource limitations 
existed it was evident that technology adoption and training were not seen as 
priority investment areas based on leadership resistance. 
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The respondents highlighted that with the limited financial and human resources 
they were more inclined to use resources in areas that would assist in the daily 
operations rather than on strategic initiatives which they were not sure would 
yield significant returns. They had to focus on what was important now in 
preventing the termination of their business operations. Technological innovations 
were mentioned as being risky investments which were more geared towards the 
long-term and many respondents argued that it was not considered a priority area 
since it did not address the immediate needs of the markets being served. This 
highlights a transactional approach to leadership, which simply seeks to enforce 
procedures and control daily activities.  
 
The situation for the firms under investigation is also a unique one in that the 
respondents are owner-managers who have a stake in the immediate or short-term 
benefits of the operations. This work posits that owner-managers in a stand-alone 
environment are inherently transactional leaders based on the challenges of the 
industry coupled with their desire to realize immediate returns on investment as 
this feeds directly into their family finances. This is an extension of the 
entrepreneurship literature and particularly the work of Covin and Slevin, (1988) 
which argues that small business managers prefer to be decidedly risk-averse, 
non-innovative, and passive or reactive. Carland et al, (1988) state that they 
operate their business as an extension of their individual personality and 
immediate needs. In addition to a reluctance to adopt internet technologies, this is 
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evidenced by the sample’s refusal to engage in inbound travel due to a lack of 
commission although this may yield long term benefits.  
 
Other firms in the sample which either had numerous branches, had established 
brands or which were affiliated with other business in other industries tended to 
behave differently. It appears then that the process of prioritization for resource 
allocation is influenced by owner-manager’s personal needs, preferences and 
short-term fatalistic goals, which do not consider a strategic vision for these firms.  
 
In attempting to further explore these issues, respondents were asked to assess 
their current technological needs and match these to financial and human resource 
capabilities. For this aspect of the discussion the major technological focus was 
on websites since most firms were just below that level on the hierarchy of 
adoption. Additionally carefully designed websites would allow for online sales 
activity, which is ultimately being examined in this study. 
 
4.6.7 Human Resources 
Overall the employees who worked in these firms had low levels of formal 
education. The typical worker only had a high school certificate and 3 GCE 
O’level subjects or the equivalent Caribbean Secondary Examination Certificate. 
This is lower than other front line employee jobs such as banking which at the 
very minimum required 5 subjects and more recently preferred to recruit 
candidates with Bachelor degrees.  When asked to describe employees’ 
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experience with learning to use new technologies, respondents stated that most of 
the staff usually found it very difficult. 
 
Most firms did not have a budget line item for general staff straining so it was not 
surprising that technology training was even less evident. The dilemma seems to 
be that firms are hiring the cheapest labour and then refusing to add value to 
employees through training. There is already a resistance on the part of many of 
the owner-managers to the adoption of some types of innovations and they are 
further discouraged by the prospect of having to provide training for employees 
who are likely to be difficult to train.  
 
There is also an added dimension in that the types of employees in these firms are 
less likely to be creative thinkers and may simply enjoy routine work. The 
implication is that even where managers are intellectually stimulating, (the most 
important construct of transformational leadership for technology adoption in this 
thesis- see chapter 6) they would receive very little response from employees who 
are more content to follow directives.  
 
Many owner-managers argued that all of their human resource considerations 
such as recruitment, selection and training were directly related to their financial 
resources. Although a few respondents still stated that a greater financial resource 
base would not guarantee greater technology spending in the short to medium 
term, all of the firms would allocate greater spending for the training of their 
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human resources. An examination of the financial resource base will now be 
carried out. 
 
4.6.8 Financial Resources 
The declaration by owner-managers that financial resource constraints are the 
deterrent to technology adoption in their firms is incongruent with a subsequent 
finding. Most of the sample said there was no other technology in which they 
wanted to invest and could not do so because of a lack of financial resources. The 
suggestion that the lack of resources is a barrier would imply that there was a 
desire to adopt but this was being hindered by the lack of resource capacity. This 
highlights a general unwillingness to adopt more than an inability to adopt. 
 
Having established the previous point it is still important to make mention of the 
financial challenges of these firms. While it does not directly drive adoption 
decisions, there is an indirect influence. This is found in the fact that the weak 
financial positions of the firms keep them in crisis management mode with little 
time for serious strategic planning. This is particularly poignant for owner-
managers of these small firms whose livelihood depends on the survival of the 
business and its profitability. 
 
This presupposes that the over-arching driver emerges as leadership and the 
variables surrounding each leader, which makes him/her different from their 
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counterparts in the local industry. Some distinguishing variables are highlighted 
and discussed in chapter 6. 
 
4.7 Leadership, Firm Strategy and Resources 
An exploration of internal factors such as strategy and resources was necessitated 
by previous works which suggested that a firm’s resource capabilities (Barrney, 
2001; Kraajenbrink et al. 2010) and its strategy decisions (David, 2007; 
Stonehouse and Snowdon, 2007) affect its behaviour. The behaviour being 
investigated is technology adoption behaviour for small, owner-managed firms 
particularly for online sales and marketing activities.  
 
Multiple factors, which affect decision-making in firms such as strategy, 
resources, leadership, culture and the digital divide, were explored through 
secondary and primary data. The analysis reveals that throughout the process of 
distillation to identify the key driver of technology adoption for small owner-
managed firms, strategy and resources were not the central factors. They are not 
dismissed in this study however as they are peripheral contributors in the sense 
that they are used by leaders to affect technology adoption processes but they do 
not provide the genesis for these processes. In many ways they emerge as a result 
of leadership behaviours rather than drivers in and of themselves. They may turn 
out to be more influential in contexts which are different but for the purposes of 
small, owner-managed firms in information intensive industries they are more 
pawns in technology decisions rather than key determinants. 
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4.8 Chapter Summary 
Firm strategy and resources were identified in the literature as being important 
elements of the discourse on firm behaviour as demonstrated in figure 2.1. These 
factors along with leadership, culture and the digital divide were also framed 
within the theory of organizational decision-making in figure 2.2. This 
comprehensive approach was taken to identify the drivers of technology adoption 
behaviour in small owner-managed travel firms along a technology adoption 
hierarchy. 
 
The further exploration of these internal factors (strategy and resources) through 
primary data collection with all owner-managed travel firms in Jamaica revealed 
that there was no clear strategy which influenced technology adoption behaviour. 
It could be inferred that many firms essentially engaged in a hi-touch strategy 
(intense personal interaction) and feared that they could suffer from a perceived 
psychological risk of dependency on technology as posited by Eastlick and Lotz, 
(1999). Additionally owner-managers felt that a hi-tech and hi-touch strategy 
were incompatible. 
 
From a resource perspective owner-managers indicated that they face human and 
financial resource constraints. Their claim that this inhibited their ability to adopt 
greater levels of technology was anachronistic with a later finding in the 
interviews that they did not feel that there were other technologies which they 
needed which were unattainable because of resources. 
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The implications are that the decisions of how to allocate already limited 
resources are the sole purview of owner-managers. The tendency to prioritize 
spending in areas other than technology adoption was a reflection of the 
individual leader’s preferences and comfort zone.  
 
In the final analysis firm strategy and resources did not sufficiently explain 
differences in adoption behaviour in the firms. These factors were useful in an 
understanding of what tools were used to drive technology decisions in an overall 
sense but were less significant in explaining why some firms were at different 
levels of the technology adoption hierarchy as strategies and resource constraints 
were not heterogeneous enough to answer the question of why some firms were 
more technologically advanced than others.  
 
These internal factors emerged as a product of differences in the leadership of 
these small, owner-managed travel firms rather than as significant input factors 
into the decision to adopt cutting - edge technologies. In light of the failure of the 
internal, micro factors to explain adoption behaviours for these firms, it is 
imperative to investigate and discuss whether more macro factors such as culture 
and the digital divide may explain firm adoption behaviour in this study. Chapter 
5 will now address these factors and discuss their implications in this thesis.  
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5.1 Introduction 
Following the exploration of micro factors which are internal to the firm such as 
resources and strategy, the conceptual frameworks in figures 2.1 and 2.2 
necessitate an examination of macro factors in attempting to understand the 
technology adoption behaviour of small, owner-managed travel firms. The failure 
of the internal factors, previously discussed in chapter 4, to sufficiently explain 
differences in adoption behaviour across the firms has somewhat distilled the 
number of factors now being explored. Culture and the Digital Divide are 
important in identifying the role of context in the technology adoption discourse. 
This chapter meets the fourth of the study objective which is to: 
 
- Investigate external firm factors such as the digital divide and culture in 
technology adoption in owner-managed small firms. 
 
 
5.2 Culture Differences 
In the Organizational Theory literature, culture is conceptualized as either 
national culture or organizational culture. For the purpose of this study the 
national culture element will be the focus. This is due to the fact that small, 
owner-managed firms are being analyzed and it has already been established in 
the previous findings chapter that factors which are internal to the organization 
are directly controlled and manipulated by these leaders who have a vested 
interest in their businesses and often project their likes and dislikes into business 
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practices. With this in mind internal factors such as organizational culture, 
structure, strategy and resources are relegated to being secondary drivers and may 
be considered to be more of an effect than a cause in understanding firm 
behaviour in small owner-managed firms. National culture as an external factor 
will be conceptualized in terms of values, norms, traditions and social interactions 
within the society. 
 
5.2.1 National Culture and Organizational Behaviour 
Since the seminal work of Hofstede (1980) which identified international cultural 
differences in the workplace, many authors across a range of fields have relied on 
this work. Apart from the critique that there was an over-dependence on 
Hofstede’s work, the most resonant critique emerged when McSweeney (2002) 
argued that any work that assumes uniformity within national cultures is flawed 
because there is significant observable plurality within nations that produces 
differences in behaviours. He questions whether culture can systematically cause 
differences in behaviour between people from different countries. 
 
The research findings in this study revealed that there were observable differences 
in technology adoption behaviour across firms although they shared the same 
national culture. This prompted an exploration of specific cultural constructs 
which influence behaviour and more specifically adoption behaviour in firms.  
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5.2.1.1 Values 
Societal values played a role from the perspective of the customer. Owner-
managers typically stated that “the most important and valuable thing to 
customers is the personal touch.” The evidence of this was also seen in chapter 4 
where they reported that the most important variable for customers was “personal 
interaction”. For many respondents this meant that they should concentrate their 
efforts on providing exceptional one to one experiences rather than seeking for the 
most efficient distribution method. Also the fact that they viewed online sales as 
holding very little value for their customers led them to believe that the 
introduction of some innovations was pointless. One respondent stated: 
“We could use all of these fancy technologies but if our customers don’t 
see it as something that is necessary then we would all be wasting our time 
trying to do something just because it’s fashionable.” 
 
 
The values of the customers influenced the values within the firms to a large 
extent, and the previous response is representative of the majority of the firms. 
There were differences with high adopters who were exploring online transactions 
and social media utilization. The two firms at the top of that hierarchy held 
divergent views from low adopters and stated that: 
“While a large percentage of the Jamaican population does not place a 
high value on e-commerce activities today we recognize that those values 
are changing fast and we can even see this in the wide acceptance and use 
of smart phones such as blackberry.” 
 
“We have to be prepared for market changes which are on the horizon. 
Even if we only continue to serve this local market, there is a revolution 
taking place with our young people which we must anticipate.” 
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It is useful to highlight these differences since all of the respondents have been 
exposed to similar national value systems. The differences in their outlook 
suggests that there are other key factors outside of the value construct which 
contribute to different adoption behaviours among firms. These differences are 
still useful for academic consideration to the extent that uniformed differences in 
firm behaviour are identified within specific national cultures. Some authors 
(Gelade et al. 2006) continue to explore the impact of national culture on the 
organization and identify that there are significant relationships between 
organizational behaviour and some aspects of national culture such as norms and 
traditions.  
 
 
5.2.1.2 Norms and Traditions 
The norms and traditions of the society which represent the way in which the 
people are accustomed to seeing and doing things played a role in overall cultural 
influence. While this could be seen in the local client base, it was more evident 
within the firms. Respondents articulated that: 
“We have been doing it this way for over 20 years and it has worked for 
us. If we change our approach we do not know if it will work just as well. 
Also most of us in this company are not comfortable with changing how 
we make bookings.” 
 
“I know this may sound bad but I am actually afraid to take on some of 
these new innovative things. It’s not that I don’t see the benefit but when 
you get used to something it is sometimes hard to change.” 
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Coupled with being steeped in traditionalist ways of doing business, the 
respondents seems to suffer from what Lang (2000) referred to as “techno fear”. 
The two are not separate in the sense that it is a subscription to norms, customs or 
traditions that necessitate a rejection of anything that goes against the usual ways 
of doing things. A very critical finding was the fact that high adopters had 
different views in relation to traditions. The leader of the most technologically 
inclined firm stated that: 
“Nothing remains the same forever. There was a time when we did manual 
bookings and we did not have any GDS. We learned to use the GDS and 
today many of us cannot do without it. In the same way we always have to 
be ready to adjust based on new developments.” 
 
The divergent views once again point to the fact that while national norms and 
traditions play a role in overall societal views, there are other factors which must 
explain the varying perceptions and adoption behaviour from one firm to another. 
It is of vital importance to highlight that all of the owner-managers in the sample 
have lived for their entire lives in Jamaica, so outside cultural influences are 
somewhat limited apart from media exposure and short stay travel.  
 
5.2.1.3 Social Interaction 
An indirect cultural influence emerged as owner-managers highlighted that the 
culture shaped the customers and therefore their business practices had to respond 
to the market preferences of a relationship-oriented society. This relationship 
orientation is symptomatic of the perception that customers in the local outbound 
market being served place a high value on personal interaction which could not be 
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replicated online. This points to issues of marketing and distribution strategy but 
also emphasizes a constraint on these leaders’ ability to make some decisions. 
Respondents articulated that: 
“I would love to see the internet listen to their complaints and empathize 
and ask how their family is doing. These are the things which my 
customers love because Jamaicans are very friendly people and I have a 
good relationship will all of my customers.” 
“A lot of my business comes through a major company that I used to work 
for because I still have a good relationship with them and their families. 
They always book with me no matter what and we are good friends even 
before we are service provider and customer.” 
“Someone in Jamaica always knows someone else. Once you form a 
relationship with a client they always tell someone else how warm and 
friendly you are. Before you know it you have a new client because they 
recommended you and that person wants the same personalized 
treatment.” 
 
The relationship orientation of the society influences technology adoption in the 
firms in a negative way as most respondents were confident that serving a 
relationship oriented society where personal interaction was much more important 
than speed and efficiency, would secure their business in the future. High adopters 
were less inclined to take this stance. The market leader pointed out that: 
“A number of things are changing. First of all our loyal customers are not 
as loyal anymore, so the relationships seem to mean less to them now. 
Secondly these loyal clients are getting old and are traveling less so we 
have to focus on the new generation and they are all about the best price 
and convenience. And don’t forget that they are internet savvy. As I 
mentioned to you before they do everything on their mobile smart 
phones.” 
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Similar to the previous constructs of values, norms and traditions, the relationship 
oriented culture plays a role for firms which are low on the adoption hierarchy but 
does not explain why the minority of firms deviate from these norms and seek to 
become proactive in engaging in innovative behaviour. Understanding differences 
in innovative behaviour warrants a closer look at the culture and innovation 
relationship. 
 
5.2.2 Culture and Innovation 
The primary data collection and analysis in this study revealed that national 
cultural background generally shaped the views of individuals about technological 
innovations based on the admission by leaders that they were influenced by what 
they observed in society. This meant that relatively low levels of observable 
technological activity in the country resulted in an inability of respondents to see 
the technology in action along with its benefits. One respondent stated that: 
“All of these things that you mention are things that I hardly see anyone 
use. I don’t think that Jamaica is a country that uses a lot of technology. I 
know that the latest craze is facebook but young people only use it to talk 
to friends. I can’t say that I have seen any evidence to suggest that we are 
high technology users.” 
 
The challenge is that this does not explain why even with a shared national culture 
there were different adoption behaviours among the firms in the sample. A deeper 
exploration and analysis of the data revealed that while national culture did not 
explain these differences, dominant sub-cultures to which these individuals 
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belonged played a key role in shaping their perceptions about technology use. The 
family emerged as the most significant subculture in influencing perceptions. 
 
5.2.3 The family as a Sub-culture 
Sub-cultures have their own values, norms and traditions. The family is one such 
sub-culture and provides a primary source of socialization (Haralambos and 
Holborn, 1980). Individuals within a society are therefore influenced to engage in 
some behaviours more by their sub-culture than by the broader national culture. In 
light of the fact that leadership has been established previously in this research, as 
a critical factor in determining what new technologies to adopt in the case of 
small, owner-managed firms, it is important to identify what factors shape the 
development of these leaders. From a cultural perspective the family background 
of respondents played a role to the extent that there was innovative behaviour 
taking place in the families. Leaders who came from families which had children 
who were engaged in technologically savvy behaviour for example were more 
inclined to engage in those behaviours personally and as a result project these 
activities into their businesses. One owner-manager pointed out that: 
“I am very open to using the technology personally because I have seen 
my son buy all these things online using my credit card ofcourse. As a 
teenager he has taught me how to buy things online too. I realize that if I 
can buy online then why not sell online. This is why I am now exploring 
the option.” 
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This stemmed from a greater level of comfort with using tools which they had 
observed a trusted member of the family utilizing. This is further discussed in 
chapters 6 and 7 where leadership characteristics are elaborated. 
 
 
5.3 Culture and Leadership 
In support of the work of Elenkov and Manev (2005) this work has found that 
cultural context influences leadership and moderates its relationship with 
organizational innovation. There is some dissimilarity however in the importance 
placed on cultural influence as well as the point of emphasis. This research has 
found that the influence is more indirect than previously posited by the above 
authors. While a cultural influence has been recognized in the sample, there were 
some key differences in behaviour which could not be explained by national 
culture since owner-managers all had this is common. A comparative study with 
European (Elenkov and Manev, 2005) or Asian (Jung et al., 2002) countries may 
reveal some differences as a result of national culture but within the same culture 
there is less resonance.  
 
Additionally the discovery that the most influential subculture in influencing 
innovative behaviour was the family was insufficient to completely explain 
adoption behaviour in the firms. There were some firms at higher levels of 
adoption which had a similar family composition to some firms at a lower level of 
adoption. Although the evidence showed earlier that leaders agreed that the family 
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influenced their comfort level with introducing some technologies in their firms, 
there were still differences in levels of adoption. An overall influence could be 
seen in the differences between high adopters and low adopters but this was not as 
distinct between moderate adopters and high adopters who had family 
composition in common. This meant that the differences in firm behaviour needed 
to be explained alternatively through an exploration of other factors, which in 
combination with family, could explain leadership differences and ultimately 
technology adoption differences. 
 
The contemporary work of Singh and Krishnan (2007) highlighted that 
transactional and transformational leadership must however be treated and 
addressed with more cultural sensitivity in the leadership literature. With this in 
mind it is important to justify a relationship between culture and the development 
of leaders and to also identify that although leadership is seen as the key driver in 
technology adoption in this research, there are broader considerations from a 
Critical Social Science perspective which may play a role in the process such as 
the family. 
 
5.4 Culture, Customers and the Competition 
It was interesting that respondents highlighted that the national culture shaped 
their local competitors views of technology which therefore reduced the need for 
them to adopt some technologies since the competition was not doing so. Each 
respondent stated this about the other respondents. It appears therefore that while 
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they do not perceive a cultural influence on their own leadership style or 
propensity to adopt innovations, their counterparts overwhelmingly state that the 
converse is true.  
 
The challenge is that this does not explain two things. The first is whether culture 
impacts on leadership characteristics as defined in the transformational leadership 
literature or whether it merely influences some views of technology. This is an 
important distinction since strong transformational characteristics should cause 
the leader be able to abandon pre-existing views where there is sufficient evidence 
of the need for change. Secondly it does not explain why there are different views 
about technology within the same culture. The cultural influence is therefore 
treated as an indirect one which affects leadership peripherally and does so in 
conjunction with other factors. 
 
5.5. Cultural Conceptualization in Technology Adoption Discourse 
The understanding of culture is related to a broader sociological discourse which 
identifies norms, values and customs as being important constructs in any 
discussion of a social system. It must be noted here that a number of the classical 
theorists of technology adoption such as Rogers (1962) and Davis (1989) 
identified the important influence of the social system on adoption. Each social 
system has unique characteristics that make it different from other social systems. 
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These cultural differences affect work related values, behaviour and innovation. 
Ultimately a leader was seen to be the product of cultural orientation.  
 
These conceptualizations warranted an exploration of culture as a determinant; 
however it was found in the primary research that the influence is only indirect. 
While a cultural influence has been recognized in the sample, there were some 
key differences in behaviour which could not be explained by national culture 
since owner-managers all had this is common. Additionally the influence of the 
family as a subculture explained larger disparities but did not offer an explanation 
for subtle differences between leadership categories. This necessitated an 
examination of other factors to identify explanatory variables. 
 
The digital divide may provide a deeper discussion especially when 
conceptualized globally as well as within societies. Any observable inequalities 
particularly within the society may provide an explanation of differences in firm 
behaviour regarding technology adoption. 
 
 
5.6 The Digital Divide 
A new entrant to the Jamaican communications market, Flow Jamaica, recently 
laid a new submarine cable connecting Jamaica to the United States. This new 
cable increases the total number of submarine cables connecting Jamaica to the 
rest of the world to four. Although broadband penetration was slower than 
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countries such as the United States and the United Kingdom, levels of 
connectivity were still high through the use of smart phones. This supports the 
work on mobile technologies by Stump et al. (2008) which identifies that this has 
been diffused rapidly throughout developing countries which has in many ways 
lessened the disparity between nations. 
 
A global digital divide cannot be ignored however as the average Jamaican home 
still does not have broadband connection even with increased technology 
infrastructure. One respondent highlighted this by stating that: 
“It would be a waste of time to try to reach our customers online because 
many of them do not even have the internet at home. Even though the 
younger ones are using smart phones most of them are not buying 
anything online with their phones at all.” 
 
 
5.6.1 The Access Divide and the Firm 
Respondents highlighted that they felt that there was sufficient technology 
infrastructure provided at a reasonable cost, however in their view many 
Jamaicans were not interested. “The technology is available but I just don’t think 
we are that kind of society. We thrive on personal contact.”  
 
This is in keeping with the annual e-Readiness survey routinely conducted, 
compiled and published by the Economist Intelligence Unit (EIU), which is the 
business information arm of the Economist Group;  publisher of The Economist 
magazine. In Jamaica’s third showing in the 2007 EIU report there was a marginal 
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increase in Jamaica’s overall score from 5.03 to 5.05. However, there was a fall in 
the ranking of three places from 43 to 46.  
 
There is now a greater focus in the survey on broadband affordability and 
penetration. Jamaica had previously ranked well in the area of telephone and 
narrow band penetration, however with the removal of that category the 
performance fell in the area of Connectivity and Technology Infrastructure. 
Jamaica’s score also fell in the category of Consumer and Business Adoption as a 
result of a re-vamping of the criteria in this category; moving away from the 
availability of finance and IT personnel, to the number and level of online 
commerce and government services. Online commerce for travel services in 
particular is still virtually non-existent and it is an area which needs to be 
addressed. This is however not an issue of access, therefore the access divide 
posited by theorists above does not explain adoption levels in firms. 
 
As the conceptualization of the digital divide in chapter 2 explains there are also 
situations of unequal access within societies. The evolution of theory on the 
digital divide reveals that these may stem from socially driven inequality (Lash, 
1994), politically driven inequality (Feather, 1998) and economically driven 
inequality (Yu, 2006). The data revealed however that while there were 
perceptions that there was economically driven inequality in particular, this did 
not separate firms which were high technology adopters from those which were 
low technology adopters. Overall the access to technological resources, though 
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less than in developed countries, was equal within the business context for 
Jamaican firms.  
 
 
5.6.2 The Content Divide, Learning Divide and the Firm 
Arguments put forward by James (2004) articulate that there is a closing of the 
divide based on access. He argues that although individual access can be 
considered limited in some of these countries, there is still innovative use of 
technologies in some poorer developing countries. It however does not challenge 
the position of Rogers (2003) which states that while the access-divide has 
received most of the attention, it is the learning-divide and content-divide among 
others which will present a disadvantage for some. This argument provides key 
insights into issues of matching content to audience needs. 
 
The content and learning divides provided an explanation for differences in firm 
behaviour in general but these were also related to other factors in this study. For 
example it was found in the interviews that there were slight differences in terms 
of the learning divide but this related to the skills and competencies of the 
employees. This is also a human resource issue and fits more directly into the 
resource-based discussion. The content divide did not play much of a role as most 
of the content being developed was created with western culture preferences in 
mind and the Caribbean benefitted from being in such close proximity to the 
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United States. Most importantly notions of the digital divide must be applicable to 
industries. 
 
 
5.6.3 The Digital Divide and Industry 
The general argument put forward by proponents of the global digital divide 
(Mosaic Group 1998; Castells 2000; Norris 2000;Rogers 2003; Kirkman et al. 
2002; Drori and Jang, 2003) is that economically developed countries control ICT 
development and access and therefore automatically have a distinct advantage. 
The major criticism of this body of work is that there is very little specification by 
way of solutions (James, 2004). 
 
While much of the earlier research has been concerned with the information 
inequality within societies, there has been more recent focus on the global digital 
divide which addresses differences across countries. This shift in focus has 
encouraged a more robust debate in the travel and tourism context where demand 
and supply issues are addressed. Indeed maybe the solution specificity being 
sought may emerge from specific industry research such as travel and tourism. 
 
5.6.4 Digital Divide in the Travel and Tourism Context 
Maurer and Lutz (2011) support the work of Minghetti and Buhalis (2010) and 
argue that there is a significant communication gap between supply and demand 
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side elements of the travel and tourism industry. They posit that there are four 
types of communication gaps which exist: access gap, usage gap, skills gap and 
attitude gap. They take the position that these are hierarchical in nature and that 
one level has to be complete before the other. 
 
While this does not explain differences in firm behaviour in the study it was 
important to analyze these issues on the grounds that there are industry 
implications. As mentioned in the travel context discourse in chapter 1, there is a 
gap which may be filled by these retail travel firms whose importance has 
decreased drastically in the last two years. The National Tourism Office, The 
Jamaica Tourism Board has been unsuccessful in closing the digital 
communication gap with developed countries, which presents an opportunity for 
these outbound agents to become more engaged in inbound activity by increasing 
the online interaction between countries. 
 
If this re-engineering of their functions is to take place there needs to be an 
understanding of current gaps which exist. The interviews revealed that the gaps 
between the firms in the study and developed markets which demand tourism 
services includes each of the four areas earlier espoused:access gap, usage gap, 
skills gap and attitude gap. This work did not find that this hierarchical sequence 
was as uniformed as previously advocated by Maurer and Lutz (2011).  
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The data revealed that while access was a precondition for usage, the same was 
not true for the upper tiers of the hierarchy. In fact in many of the cases an attitude 
gap and skills gap existed concurrently and in other cases the skills gap appeared 
to be higher on the hierarchy than an attitude gap. The findings of this research 
run counter to the argument that attitude is always at the top of the multiple digital 
divide pyramid. 
 
5.6.5 Digital Divide and Small Owner-Managed Firms 
For the purposes of this study the digital divide was conceptualized in terms of 
whether there was information inequality as driven by economic, political and 
social factors. Economic factors were most dominant as it related to access to 
technological resources when compared globally. This gap was now being 
significantly reduced as Jamaica experienced phenomenal levels of mobile smart 
phone penetration. There is still a communication gap between the destination and 
developed high-access countries from which the country gets its international 
tourists.  
 
More importantly, an assessment within the society revealed equal access to 
technological resources for these small, owner-managed firms. This means that 
the digital divide clearly does not provide an explanation for differences in firm 
behaviour within the society. It is only useful in this study to the extent that it 
informs overall industry challenges for the firms in the study. In the face of these 
challenges which are common to all of the firms in the sample, firms still behave 
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differently in particular in terms of technology adoption and these differences 
require alternative explanations. Context issues such as the digital divide and 
culture have an overall impact in explaining the slow IT uptake of the industry, 
however given that there was no evidence of access inequality or significantly 
different cultural values between the firms, they could not inform adoption 
variances between the firms. 
 
5.7 Chapter Summary 
It is evident in this study that contextual issues such as culture and the digital 
divide may explain overall industry behaviour but they are inadequate in 
explaining differences in behaviour among firms. The firms being investigated are 
faced with similar environments in which to operate and yet there are key 
differences in the operational and strategic choices which they make.  
 
The examination of culture as a factor revealed that firms were operating in a 
relationship oriented society where friendships and familiarity influenced business 
relationships. In many cases firms gained clients from the word of mouth of 
existing clients who became “friends of the business”. This had an effect on views 
of whether increased technology adoption was necessary in two ways. Firstly 
some respondents felt that their client base was always secure and stable and that 
they did not have to do much to encourage their loyalty. Secondly they stated that 
they knew their clients extremely well and argued that their relationship 
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orientation meant that they were culturally predisposed to the need for intense 
personal interaction, which could not be provided by the internet.  
 
In addition to a relationship orientation, the national culture had an impact in that 
it promoted traditionalism with strict adherence to norms within the society. This 
had implications for firm behaviour as well as customer behaviour and influenced 
strategic decisions which required a deviation from these norms. These cultural 
factors at the national level were experienced by all members of the sample which 
indicates that they may not be used to explain individual differences in firm 
adoption behaviour. A more determining element of culture stemmed from the 
sub-cultural influence of the family. 
 
Family composition played a role in firm technology adoption through its 
influence on leaders of these firms. While the family background of employees 
may also have shaped their views it was deemed to be more important to assess its 
influence on leadership in the context of small owner-managed firms where 
leaders make unilateral decisions about innovation. It was found that family 
composition played a role especially in separating high adopters (those in the 
initiation phase of online selling and the use of social media as a marketing tool) 
from those at the bottom of the adoption hierarchy.  
 
Those owner-managers who had family members living in the same household 
who were engaging in innovative behaviour were more open to innovative ideas 
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and were more likely to introduce innovation in the firms. In particular active 
online shopping teenagers made a big difference as respondents were able to see 
the benefits of operating in cyber space. Although the influence of the family as a 
subculture explained larger disparities it did not offer an explanation for subtle 
differences between leadership categories. For example there were moderate 
adopters and high adopters who had family composition in common. This means 
that this variable is not explanatory in isolation and must be used in combination 
with other variables to explain variations in the technology behavior of firms. 
This is fully discussed in chapter 6 as key leadership characteristics are explored. 
 
An even less significant context factor in explaining firm adoption behaviour was 
the digital divide. The firms in the sample had equal access to technological 
resources and faced similar challenges in terms of the content and learning 
divides. The socially, politically and economically driven information inequality 
within the society related more to the wider population than to these middle class 
business owners.  
 
The digital divide debate is more useful when applied to the travel and tourism 
industry as a destination imperative rather than as a firm imperative in the case of 
this study. There is more of a global divide than one which is internal to the 
country in the business context. These small owner-managed travel firms may 
reintroduce themselves as being relevant through bridging the technological 
divide (Minghetti and Buhalis, 2010) and communication gap (Maurer and Lutz, 
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2011) which exists through the use of covertly induced and autonomous agents 
such as the internet (Govers et al. 2007). 
 
Given that a level playing field has been identified in terms of national culture and 
the digital divide within the country, the explanatory potential of these factors has 
been weakened in understanding technology adoption differences in the firms. 
The factor which has emerged as most significant in explaining why small owner-
managed firms with equal access and opportunity to technological innovation 
make choices which place them at different levels of adoption is leadership. 
 
The process of distillation in the research findings of the last two chapters has 
revealed that leadership is the key determinant of technology adoption behaviour 
in small, owner-managed firms. Firm strategy and resource allocation emerged as 
factors which were manipulated to meet the needs of owner-managers and were 
more of an effect than a causal element in the technology adoption discourse for 
firms of this nature.  
 
Broader macro factors such as culture and the digital divide provided more 
explanation of why the travel and tourism industry as a whole was slower on IT 
uptake than industries in other countries. Due to the fairly even influence of these 
factors on the firms within the society, they are instructive only to the extent that 
they can provide an enlightened approach to industry restructuring. The aim of 
this study is primarily to determine what factors influence the adoption decisions 
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of small owner-managed travel firms and the key factor which influences this is 
leadership.  
 
These firms are seen as extensions of their individual leaders which are the 
owners of these firms and make all decisions whether minor or major. These 
decisions typically reflect their individual preferences and experiences. The 
following chapter (6) provides a detailed discussion of the leadership element and 
what variables influence a greater propensity to adopt technological innovations 
in these firms. Ultimately these leadership characteristics coalesce into leadership 
typologies which influence staged adoption for the firms along a hierarchy.
Chapter 6                                            Research Findings: The Leadership Imperative 
 
208 
 
 
 
 
Chapter 6 
 
Research 
Findings: The 
Leadership 
Imperative 
 
 
 
 
Chapter 6                                            Research Findings: The Leadership Imperative 
 
209 
 
6.1 Introduction 
Leadership has emerged as the most significant factor driving technology 
adoption for sales and marketing in owner-managed small travel firms in this 
study. While it may be argued that leadership is influential in many different types 
of firms (Hitt et al., 2001), the key characteristics which make this construct more 
resonant here are size and owner-management. Smaller firms may mean a more 
simplified hierarchy and less bureaucracy in decision-making than larger firms 
(Brown et al., 2007) which invariably places more control in the hand of a single 
leadership figure.  
 
The decision-making power of a leader is also magnified where owners are 
themselves the managers of day to day operations. In the early work of Carland et 
al, (1988) they state that these types of leaders operate their business as an 
extension of their individual personality and immediate needs. This suggests that 
decisions which affect firm behaviour are likely to be a reflection of the leader’s 
preferences and personal situations. This chapter meets the following objective: 
- To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
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This research does not attribute sales and marketing technology adoption such as 
the internet solely to leadership, as it recognized the influence of other factors 
such as culture, strategy and resources in previous chapters. However, the two 
previously mentioned factors of size and owner-manager influence, make the 
leadership factor the most powerful driver of technology adoption in these firms 
being studied. 
 
The evaluation of the findings from individual variables produced some key 
variables of education, previous work experience, technology experience, risk 
aversion, family composition and intellectual stimulation. These ultimately led to 
the conceptualization of leadership categories termed as resistors, caretakers, 
stabilizers, reactors and transformers, which apply more directly to the technology 
adoption discourse. These typologies are formed from various combinations and 
degrees of the aforementioned variables. Each variable and typology will be 
discussed in detail in the subsequent chapter but will be alluded to here. Prior to 
this, a detailed breakdown of all the relationships explored will be presented in 
order to show how these variables emerged as the critical ones in explaining each 
new leadership typology. 
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6.2 Leadership Background 
The background of the owner-managers in the firms which were interviewed 
revealed remarkable diversity especially in relation to education. It was found that 
the formal education levels were fairly low.  
 
Table 6.1 Formal Education Levels 
Education Level Frequency Percentage Cumulative Percent 
Secondary 6 19.4 19.4 
Certificates/Diploma 11 35.5 55 
Bachelors 9 29.0 93.5 
Masters 5 16.1 100.0 
Total 31 100.0  
 
As seen in Table 6.1, more than 55% of these owner-managers did not have a 
university degree. Typically the highest levels of qualification were certificates or 
diplomas after secondary school which would have been issued by professional 
travel bodies rather than established universities. On its own this did not provide 
much explanatory potential so this was further investigated through a cross-
tabulation of the relationship between qualifications and perceptions of internet 
use in sales and marketing. While the sample size does not allow for a statistically 
significant claim to be made, this exploration is useful in that it identifies 
relationships for further qualitative analysis. 
Chapter 6                                            Research Findings: The Leadership Imperative 
 
212 
 
Table 6.2: Cross-Tabulation: Highest Qualification and Perceptions of 
Internet importance in Sales and Marketing 
Highest Qualification Very 
Important 
Important Unimportant Very 
Unimportant 
Total 
Secondary 0 
0% 
0 
0% 
5 
83.3% 
1 
16.7% 
6 
100% 
Diploma 0 
0% 
6 
54.5% 
5 
45.5% 
0 
0% 
11 
100% 
Bachelor 2 
22.2% 
6 
66.7% 
1 
11.1% 
0 
0% 
9 
100% 
Masters 3 
60% 
2 
40% 
0 
0% 
0 
0% 
5 
100% 
Total 5 14 11 1 31 
 
 
Higher levels of education generally had a positive correlation with perceptions of 
the importance of the internet in sales and marketing. Table 6.2 demonstrates that 
the only group where all of the respondents stated that the internet was 
unimportant or very unimportant was the group where the highest level of 
education was secondary school. The perception of importance gradually 
increased with each level of education and ultimately the only two groups where 
the internet was viewed as very important in sales and marketing were those 
groups with university educated respondents. A similar pattern was also observed 
in table 6.3 where cross-tabulations of education level and perceptions of the 
importance of the online market to the business were carried out. 
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Table 6.3- Cross-Tabulation: Highest Qualification and Perceptions of 
Online Market Importance 
Highest Qualification Very 
Important 
Important Unimportant Very 
Unimportant 
Total 
Secondary 0 
0% 
0 
0% 
0 
0% 
6 
100% 
6 
100% 
Diploma 0 
0% 
0 
0% 
11 
100% 
0 
0% 
11 
100% 
Bachelor 0 
0% 
0 
0% 
9 
55.6% 
0 
0% 
9 
100% 
Masters 0 
0% 
4 
80% 
1 
0% 
0 
0% 
5 
100% 
Total 0 4 21 6 31 
 
 
 
While there was no group of respondents which viewed the online market as 
being very important, the only group where all of the respondents felt that this 
market was important was the group of masters educated owner-managers. Not 
surprisingly, those leaders with university qualifications were more open to the 
idea of the use of various types of technology due to greater exposure to 
technology use and formal discussions of its benefits in a classroom environment. 
One respondent highlighted: 
“In a university setting you are forced to use various forms of technology. 
For instance we had to use the internet to communicate and we even had 
to write papers on how technology has revolutionized the business world. 
There are some obvious benefits but there are also some costs.” 
Chapter 6                                            Research Findings: The Leadership Imperative 
 
214 
 
Further exploration revealed that those respondents who had a bachelor and 
masters degree as their highest qualification predominantly held qualifications in 
business and management while some had their training in travel and tourism. 
The most interesting finding here was the fact that those who had more general 
business degrees rather than tourism specific ones were more inclined to use 
online platforms for sales and marketing. This may be due in part to a greater 
emphasis on competitive strategies and the development of sound business 
models in business studies. This finding was gleaned from open-ended responses 
about educational backgrounds and doing a comparison with technology 
perceptions. This has provided an exploratory basis for future research on 
education type and leadership. 
 
Deeper qualitative enquiry highlighted the study interests of those respondents 
who did not have university degrees. All of these owner-managers expressed an 
interest in receiving more formalized training in travel and tourism. Reasons 
given were: for a greater understanding of how the industry works as a whole, 
understanding new and emerging markets and strategy development. The 
indication that these areas need to be strengthened highlights weaknesses in the 
management information intelligence of these firms.  
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Having been trained to certificate levels, these owner-managers felt that this 
information intelligence gap could be addressed by further travel and tourism 
training, which may represent a tunnel-vision approach to understanding how 
businesses operate and function in a globally competitive environment.  
 
The knowledge gap is partially related to education and training. Another equally 
important variable which emerged in the interviews was that of experience using 
various forms of information and communication technology. It was felt that the 
personal experience of these influential owner-managers within firms with using 
the internet may provide insights into their propensity to introduce it as a sales 
and marketing tool in their firms. 
Table 6.4 Frequency of Internet Use (Leaders) 
Average Rate of 
Usage 
Frequency Percentage Cumulative Percent 
Once per week 
(Emailing) 
5 16.1 16.1 
Twice per week 
(Emailing) 
12 38.7 54.8 
Every other day 
(Emailing and web 
browsing) 
10 32.3 87.1 
Every day  (Emailing 
and web browsing)  
2 6.5% 93.5 
Every day  (emailing, 
web browsing and 
online purchasing) 
2 6.5% 100 
Total 31 100.0  
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The rate of use for owner-managers in the sample was quite low. More than 50% 
of the respondents only used the internet twice per week and just 13% used it 
every day. The rate of use however tells very little on its own and so an 
understanding of the reasons for which it is used will add more robustness to 
explanations which will emerge from these findings. 
 
Those respondents who used the internet on average once or twice per week did 
so to check email and clear their inboxes while respondents who were using the 
internet every other day were checking email and browsing the web for 
information. None of these categories of respondents had ever done any online 
financial transaction. Of the four (4) respondents who used the internet every day, 
two (2) of those respondents engaged in the same activities of emailing and web 
browsing, while the other 2 were emailing, browsing and using personal facebook 
accounts on blackberries. It must be highlighted that the more innovative of these 
two (2) respondents had made a personal online purchase in the past. One owner-
manager articulated that this was influenced by seeing his son make successful 
online purchases. He stated: 
“At first I was very wary of doing certain things on the net until I saw my 
16 year old son make it look so easy. He was buying music and gadgets 
online and even though it took me a while I eventually tried it one day and 
the rest is history.” 
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The personal internet uses of the leaders of these firms translated into business 
practices and firm adoption behaviour. The only firm which had engaged in 
online sales was one of the two firms which had internet savvy leaders. The other 
had intentions to develop a better online platform for sales as their inactive 
website was an insufficient one. However personal facebook use did not translate 
into firm use as they did not view social media as a business tool. The firms 
whose leaders engage in minimal internet use for emailing up to two times per 
week experienced low levels of internet involvement and primarily used the web 
for email activities. Classifications of levels of involvement are discussed in detail 
subsequently in this chapter.  
 
The information presented here was gathered from the first phase of data 
collection and a greater qualitative investigation in the second phase uncovered 
further details about the experience of leaders in using the internet. In describing 
their personal internet experience owner-managers pointed out that they were 
many times overwhelmed with information and did not know how to navigate 
through cyber space. Those with children highlighted that the experience of 
watching their children use the web inspired confidence about how to us it. The 
biggest restricting factor seemed to be uncertainty about the outcomes of certain 
activities on the internet and therefore many respondents had chosen to only 
engage in basic emailing and web searches. Most owner-managers attributed this 
to their family background and exposure which was primarily steeped in 
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traditionalism. They therefore saw some internet activities such as purchasing 
personal items as being high-risk. 
 
6.2.1 Risk-taking and the Owner-Manager 
Risk perception emerged as being an important factor for the respondents. With 
most respondents perceiving internet buying and selling activities as risky, it is 
not surprising that they also perceive a relatively high risk in making an 
investment in platforms for carrying out e-commerce transactions for the firm. To 
further highlight this point, all of the respondents felt that an internet investment 
was either medium (45.2%) or high risk (54.8%) as demonstrated in chapter 4. 
This suggests that there was some ambivalence or at least uncertainty about 
whether returns on such an investment were worth it.  
 
This refers to three types of perceived risk: psychological risk (Eastlick and Lotz, 
1999) time risk (Tan, 1999) and financial risk. All three were applicable in this 
study as owner-managers were apparently worried about the risk of losing time 
and money but also about the psychological risk of becoming too dependent on 
the internet and losing the “soft side” of their service provision. It is apparent that 
an exploration of how respondents view themselves as risk-takers in a competitive 
environment is critical. This finding was determined from asking respondents 
how they ranked themselves as overall risk-takers. 
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Table 6.5 Owner-manager’s Risk-taking 
 
Personal Ranking Frequency Percentage Cumulative Percent 
Very low 2 6.5 6.5 
Low  21 67.7 74.2 
Neutral 6 19.4 93.6 
High  1 3.2 96.8 
Very high 1 3.2 100.0 
Total 31 100.0  
 
An overwhelming majority considered themselves to be low risk-takers with only 
2 respondents ranking themselves as high risk-takers in table 6.5. These “high 
risk-takers” represent those who were the previously mentioned avid internet 
users (see table 6.6 below).  
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Table 6.6- Cross-Tabulation: Personal Technology Use and Owner-
Manager’s Risk-Taking 
Average Rate of Usage Very Low 
Risk-Taker 
Low Risk Neutral High Risk-
taker 
Very High-
Taker 
Total 
Once per week (Emailing) 2 
40% 
3 
60% 
0 
0% 
0 
0% 
0 
0% 
5 
100% 
Twice per week (Emailing) 0 
0% 
10 
83.3% 
2 
16.7% 
0 
0% 
0 
0% 
12 
100% 
Every other day (Emailing 
and web browsing) 
0 
0% 
7 
70% 
3 
30% 
0 
0% 
0 
0% 
10 
100% 
Every day  (Emailing and 
web browsing)  
0 
0% 
1 
50% 
1 
50% 
0 
0% 
0 
0% 
2 
100% 
Every day  (emailing, web 
browsing and online 
purchasing) 
0 
0% 
0 
0% 
0 
0% 
1 
50% 
1 
50% 
2 
100% 
Total 2 21 6 1 1 31 
 
As seen in table 6.6 those owner-managers who viewed themselves as high risk-
takers or very high risk-takers were using the internet extensively for their 
personal activities which included online purchasing. The converse was also true 
in that those who considered themselves to be very low risk-takers were in the 
category of the low users of the internet. While causation cannot be proven here 
this finding indicates that low internet users are also the ones who are less likely 
to engage in taking risks in investing in new technologies. This presents a serious 
challenge for the adoption of the internet for sales and marketing in these firms as 
owner-managers who describe themselves as low risk-takers also view 
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investments in online platforms as being high-risk. So in addition to being low 
risk-takers in general they view technological investment as high risk. A 
relationship was observed between these risk perceptions and education levels. 
Table 6.7 Cross-Tabulation: Highest Qualification and Internet Sales 
Investment Risk 
Highest Qualification High-Risk Medium Risk Low Risk Total 
Secondary 6 
100% 
0 
0% 
 
0% 
6 
100% 
Diploma 11 
100% 
0 
0% 
0 
0% 
11 
100% 
Bachelor 0 
0% 
9 
100% 
0 
0% 
9 
100% 
Masters 0 
0% 
5 
100% 
0 
0% 
5 
100% 
Total 17 14 0 31 
 
The findings in table 6.7 reiterate the earlier point that greater exposure levels 
through formal education processes have some influence on perceptions about the 
possible returns on investment (ROI) from engaging in online selling activities. In 
addition to education and technology experience, the nature of owner-managed 
businesses tends to facilitate greater levels of risk-aversion. 
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An additional element which has been inferred through discussions with 
respondents is that they are unwilling to take risks with the business that directly 
affects the survival of their families. This is a due to the fact that these leaders are 
owner-managers of small, autonomous firms and there was a recurring emphasis 
on safeguarding “my business”. Some respondents pointed out that they were 
likely to be less risk-averse if they were managers in a business which they did 
not own. It may be argued that they are not inherently low risk-takers due to their 
culture and society but rather act out of protection for a firm in which they have 
invested heavily. Alternatively they may be fearful about acting and investing in 
something for which they lack understanding. 
 
Many of these protectionist behaviours result in a fixation on short-term benefits. 
For example one respondent articulated that “I have to make sure at all times that 
the business which my family depends on is safe so I cannot make hasty 
decisions.” Having discovered these tendencies in phase 1 of the data collection 
process, it was necessary to identify leadership classifications and characteristics 
from the literature which may be applied in the context of technology adoption. 
The two dominant classifications which emerged were the transactional and 
transformational leadership types. The second phase of primary data collection 
therefore focused on identifying how these leadership concepts were applicable to 
technology adoption practices in these small firms. 
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6.3 Transactional versus Transformational Leadership 
Transformational leaders uplift the morale, motivation, and morals of their 
followers while transactional leaders cater to their followers’ immediate self-
interests. According to Bass (1999) a considerable amount of empirical research 
has been completed since then, supporting the utility of the distinction between 
the two forms of leadership. He further articulated that changes in the marketplace 
and workforce over these decades have resulted in the need for leaders to become 
more transformational and less transactional if they were to remain effective. 
Leaders were encouraged to empower their followers by developing them into 
high involvement individuals and teams focused on quality, service, cost-
effectiveness, and quantity of output. 
 
This thesis identifies that new initiatives such as the adoption of innovations like 
technology are contingent on elements of what have been identified as leadership 
needs in the mainstream. For example the creation of “high-involvement 
individuals” and cost-effectiveness are required for the successful introduction, 
implementation and continued usage of technological tools.It must be elucidated 
here that the transformational leader is described as moving the follower beyond 
immediate self-interests through idealized influence, inspiration, intellectual 
stimulation, or individualized consideration (Bass, 1999).  
 
For the purpose of this study which essentially focuses on technology adoption, it 
was determined that the element from the four constructs identified above which 
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is most critical is intellectual stimulation. This is displayed when the leader helps 
followers to become more innovative and creative. Idealized influence, 
inspiration and individualized consideration (one to one attention to followers),all 
address the relationship and kinship that followers (employees) attach to leaders. 
While these all result in followers aligning themselves to the goals of the leader, 
the only one which addresses a cognitive and behavioral change in the follower is 
intellectual stimulation. In order for employees to accept and understand 
innovative changes in the organization as well as participate in these changes, the 
leader must be able to stimulate creative thoughts and behaviours.  
 
Although a dominant construct which applies to this research has been identified, 
all of the categories were explored in the second phase in order to enable bold 
statements about whether the leaders under investigation fit squarely into any of 
the two typologies of leadership.  
 
6.3.1 Idealized Influence 
This concept addresses issues of admiration, respect and trust for the leader. In 
this research, there is an indirect relationship with levels of technology adoption 
within the firms as it indicates whether employees are likely to align themselves 
to the vision of the leader. This may relate to new innovations; however it is a 
more general issue of kinship and whether employees are for or against the leader, 
which will ultimately affect the desire to quickly buy into the vision for a new 
process or tool. Idealized influence is similar to charisma and followers tend to be 
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more inclined to make change processes easier on a leader for whom there is great 
admiration. 
 
Owner-managers in the study generally did not view the admiration of their 
employees as being important to the success of their businesses. They generally 
felt that employees were being paid to do their jobs and therefore it did not matter 
if they held them in high regard, as long as the job was done. Some respondents 
stated: 
“I am not here to be their friend. This is a business and I am more 
interested in employees doing what they are paid to do. I just want a 
profitable business and not one in which I am a role model.” 
 
“I can understand that everyone has their own issues but I cannot be 
expected to be a counselor and mentor when I have to focus on making 
sure that we are still in business from day to day.” 
 
 
 
What emerged was the short-term orientation of the respondents. With the 
exception of two respondents, they were not particularly interested in the long-
term acceptance of the vision but were more focused on day to day transactions 
and activities which employees were required to carry out. This is symptomatic of 
transactional leaders who focus on the task at hand and meeting the short-term 
objectives. 
 
On the other hand the respondents felt that while admiration was not vital, the 
respect of their employees was paramount. This ensures conformity to immediate 
processes and the following of instructions about what to do in the firms. A 
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representative statement from one respondent was that “While you don’t have to 
like or admire me you must show me respect”. Any employee who shows 
disrespect is immediately terminated.  
 
A more sustainable approach may be to get followers to align themselves to the 
leader’s vision for the firm through not only coercive approaches but through 
admiration for the leader and leadership style. This would be particularly useful 
where major change will take place. For instance if firms were to engage in the 
introduction of a completely new platform for sales and marketing which 
completely eradicates the need for traditional approaches, it would be easier 
where there is a belief in the goals and aspirations of the leader.  
 
The issue of trust was defined by respondents as employees’ belief in the fact that 
they are truthful and reliable. They thought this was very important because they 
wanted employees to feel that they “say what they mean”. This involves 
delivering on promises and also giving truthful accounts of an incident or event. 
Therefore if an employee is promised an incentive for carrying out a task they 
should have confidence in the leader to deliver on that promise. Very interestingly 
the use of incentives and rewards for carrying out specific tasks has been aligned 
to transactional leadership (Pawar, 2003). Transformational leadership appeals to 
intrinsic motivation that causes employees to see the overall vision and exceed 
minimum expectations.  
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The three constructs needed to create idealized influence in firms do not receive 
equal attention from these owner-managers. While respect and trust are treated as 
critical elements of their leadership style, admiration is treated with very little 
regard as evidenced in the earlier quotations. This stems from a limited view of 
the meaning of admiration. Most respondents simply viewed it as whether 
employees “like me as a person”. Admiration goes beyond this and is closely 
aligned to the ability of the leader to set high standards and lead by example in 
accomplishing these standards. It is more than liking the person but rather being 
impressed with their abilities and actions. 
 
The data analysis reveals that the majority of these leaders do not rank very 
impressively with idealized influence which helps in creating an environment 
where new initiatives receive greater acceptance and involvement of the 
followers, who closely align themselves to a charismatic leader. 
 
 
6.3.2 Inspirational Motivation 
The construct of inspiration or inspirational motivation relates to how leaders are 
able to convey their expectations to employees in a way that gets them to 
understand and act towards meeting these expectations. It was applied in this 
research through an exploration of general approaches to communicating and 
achieving expectations as well as how these specifically relate to technology 
diffusion and adoption in these firms. 
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Respondents make their expectations of employees clear by conducting 
orientation sessions or having one to one meetings to explain expectations about 
specific tasks. They articulated however that they did not have sufficient time to 
ensure that there was complete understanding before tasks were carried out. An 
assessment is only done after tasks are completed. This many times results in trial 
and error situations which lead to time-wasting and frustration from employees 
about the processes. As stated by a respondent “sometimes because of the nature 
of our type of business we do not have a lot of time to spend doing non-
transaction type activities.” This suggests that there is very little time spent in 
preparation for any new initiative and is particularly important in attempting to 
understand the responses of employees to the introduction of new technologies. 
 
The scenario represents one in which many of the owner-managers themselves are 
not enthusiastic about new technologies, and in addition do not take the time to 
communicate expectations effectively about their use. “Most times I cannot 
genuinely promote these new things because I am not impressed by them.” Those 
leaders who introduced websites in their companies were asked how this process 
was carried out in terms of the communication of expectations, orientation and 
training. The dominant approach which was taken was one which involved an 
orientation session conducted by an external website developer after which 
owner-managers would encourage employees to become familiar with it on their 
own. 
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In some cases rewards were offered for employees who were able to use the 
websites to stimulate sales. In an environment where these agents rely on 
commission, this was not a useful incentive as most of these sites were not 
equipped to handle online sales. The reality is that these leaders did not 
sufficiently stimulate employees to use the technologies because they were not 
necessarily attaching enough importance to the adoption process. In an optional 
situation the agents therefore made the decision to focus on what affected their 
salaries. Rogers (2003) denotes that types of innovation-decisions are optional, 
collective or authority driven. This generalization for example is quite useful as 
the observation of these service firms reveals that optional innovation-decisions 
very rarely result in comprehensive adoption for the social system. Collective 
innovation-decisions usually gain more traction but are largely leadership driven 
even though there is consensus by the team. This consensus usually stems from a 
charismatic leader (Hitt et al., 2001) or an opinion leader (Rogers, 2003).   
 
The reality is that while authority innovation-decisions may yield compliance, 
those with power may also be opposed to the diffusion of a particular innovation. 
This again magnifies the importance of leadership in the innovation diffusion 
discourse. It is then fair to say that collective and authority innovation-decisions 
are more common in many organizations and that these processes are leader-
initiated, which calls for an emphasis on the orientation of leaders and decision-
makers. The disinterest which was displayed by leaders led to a general lack of 
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enthusiasm for the employees and this explains why the majority of firms which 
had started websites reported that these were now inactive sites. 
 
 
Some respondents stated that they get employees to understand their strategic 
vision by placing a vision statement in a visible position of the office. They 
however did not follow-up to see if employees in fact understood what these 
statements were saying or if they shared in this vision. Most of these vision 
statements are also typically broad, vague statements and would not address 
specific initiatives such as the use of a new technological tool to better serve 
markets. In order for complete diffusion and adoption of technologies to take 
place, there needs to be greater focus on the effective communication of 
expectations, training of how to use them, and monitoring and evaluation of their 
use. 
 
6.3.3 Individualized Consideration 
The firms in the study are small firms with the majority having less than ten (10) 
employees. This makes conditions favourable for individualized consideration or 
one-to-one attention to be given to each employee. According to Bass and Avolio 
(2003) this type of attention shows that the manager cares about the needs of the 
employee.  This is referred to in the organizational decision-making literature as 
emotional intelligence (Mandell and Pherwani, 2003) and emphasizes that 
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employees are likely to be more loyal to a manager if they get a sense that the 
manager sincerely cares and wants them to succeed. 
 
While this does not automatically translate into adoption behaviour, it sets a 
foundation upon which leaders may seek to engage employees in processes which 
may be new or innovative. This statement assumes that other conditions such as 
training, coaching and leading by example are also in place. Owner-managers 
indicated that they were too busy conducting the affairs of the business to give 
individual attention as they were integrally involved in operations. Individualized 
consideration takes a considerable amount of time and energy and involves 
knowing each employee, their abilities, their personal and professional goals, and 
what motivates them to perform at an optimal level. The respondents, while 
recognizing possible long-term benefits, acknowledged that they were only able 
to focus their efforts on activities that would bring relatively immediate benefits 
to the firm. “As I said before I have to concentrate my efforts on running the day 
to day business.” Some managers also felt that it was a considerable waste of time 
to intimately know each employee when turnover rate was so high and employees 
would likely resign or be fired soon.  
 
It is evident that the direction of the causal relationship may be blurred in the 
minds of the respondents. Perhaps the lack of connection with employees is a 
causal factor in the high employee turnover rate and greater attention to this may 
create longer lasting relationships between the firm and employees. Instead of 
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viewing the turnover as the effect the respondents highlight it as the cause for 
their unwillingness to know their employees since relationships are typically 
short-lived.   
 
In an environment where leaders and followers are disconnected, the respondents 
pointed out that their approach to getting employees to perform well at their tasks 
was through authoritative coercion or incentives. One owner-manager stated “I 
think their salary should be their motivation and if they do not meet expectations 
then we cannot work together.” Notably motivation drivers are being applied 
without an understanding of what drives each employee. If the wrong motivating 
factor is used then the approach is likely to be ineffective and the tasks may only 
be done at the minimum requirement level. 
 
It is particularly striking that these approaches to encourage performance are 
taken as normal everyday activities for two reasons. One is that the use of 
incentives to encourage employees to carry out their normal duties is 
characteristic of a transactional leader, who simply focuses on a task at a specific 
point in time and does not act as a visionary. One implication is that if employees 
are being paid to carry out particular activities and then each task has to have an 
incentive appended then the firm will lose considerable revenues. Another 
implication is that employees are likely to perform below required standards 
where these incentives are absent. 
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In addition to this type of incentive pointing to transactional leadership, there is a 
second, more far-reaching practical implication for these firms. The fact that the 
owner-managers have difficulties in encouraging good performance for regular, 
traditional duties makes it safe to say that an even greater challenge will emerge 
where new innovative ideas are introduced. This was demonstrated with the failed 
website attempts in firms, but the bigger issue is likely to be in future endeavours 
for moving firms higher up on the adoption hierarchy. Each stage of adoption is 
likely to yield greater resistance as it usually means that there will be a greater 
deviation from the norm.  
 
For example, a typical firm in this sample that only uses the internet for emailing 
marketing and promotion information to clients is likely to experience resistance 
at the use of websites for online marketing and sales, and even greater resistance 
to interactive social media marketing. This necessitates more creative ways of 
encouraging buy-in to the process from a leadership perspective, and the 
narrowing of the distance between the manager and employees through 
individualized consideration may provide a platform from which catalytic 
changes many take place in how employees view work in the organization and 
boost performance levels to maximize potentials.  
 
The existing conditions of manager-employee relationship are symptomatic of 
transactional leadership at play. As noted in chapter 2, this work takes a 
hierarchical approach with the two forms of leadership rather than accepting the 
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view that these types of leadership are at extreme ends of a continuum. This 
means that transactional leadership traits provide important preconditions for 
building transformational leadership skills. This distinction is important because 
the dominant transactional traits which now exist in these firms, such as meeting 
daily targets and controlling the work environment do not run counter to the 
transformational paradigm but rather provide a basis upon which this type of 
leadership may take the firm to the next level of technology adoption.  
 
Having made this distinction, it is critical to point out that these transactional 
leadership traits are simply not sufficient to encourage greater participation in 
innovative activities as they are primarily focused on maintaining the status quo 
within organizations. To present a prescriptive approach to encouraging greater 
participation and involvement of employees makes the assumption that the 
managers themselves want change to occur. In some cases owner-managers were 
not embarking on a path to change but were rather trying to survive using 
antiquated approaches in the hope that the industry and markets will revert to 
what they used to be. In these cases there was no attempt at intellectual 
stimulation for new and innovative ideas from within the organizations. 
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6.3.4 Intellectual Stimulation 
The construct from the Multifactor Leadership Questionnaire which most applies 
to this research is intellectual stimulation. This is displayed when the leader helps 
followers to become more innovative and creative. An exploration of the other 
three constructs was important to be able to clearly identify if these leaders would 
fit into any of these two leadership categories based on all four constructs. While 
the previous three demonstrate the likelihood of followers aligning themselves to 
the goals of the leader, the only one which addresses a cognitive and behavioral 
change in the follower is intellectual stimulation.  
 
In order for employees to accept and understand innovative changes in the 
organization as well as participate in these changes, the leader must be able to 
stimulate creative thoughts and behaviours. The current practices of the firms are 
steeped in traditional practices which are not producing the desired results and 
there is a need for new ideas to emerge. One area which is stagnant and needs to 
become more dynamic is the use of a singular static platform for reaching 
customers. A move towards ideas surrounding online platforms and internet 
technologies which may improve the reach and appeal of firms must be 
influenced from the top of the organizations.  
 
If the owner-managers themselves lack innovative ideas, they must create an 
atmosphere where creative thought processes are fostered and allowed to flourish. 
Additionally a lack of ideas from the managers does not mean they cannot 
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influence creativity and innovative behaviours through their leadership style and 
initiatives that facilitate cutting-edge ideas. 
 
In response to how employees are encouraged to generate new ideas or come up 
with new approaches to job tasks, the managers overwhelmingly stated that this 
was not encouraged. It was articulated that these ideas only came from the top of 
the organization. The organizational culture of the firms promoted absolutely no 
deviation from standard operating procedures or even suggestions of how a task 
or process may be improved. Respondents stated: 
“While getting ideas from employees may be a good thing, it is more 
important to me that they are not distracted from doing what they need to 
do which would be sales. In any case if they suggest something based on 
their like or dislike for technological innovations that would not be a 
priority issue.” 
 
“Maybe if someone has brilliant new ideas for introducing more 
innovative things then they are probably over-qualified for this job and 
would be a better fit somewhere else. I just want them to get on with the 
business of meeting customers’ needs.” 
 
 
Innovative solutions to problems in the firms were either non-existent or very 
minimal due to the dependence on owner-managers, who were traditionalist 
thinkers to create contemporary, cutting-edge solutions. A more open system of 
idea-sharing would allow for a greater number of options from which to choose 
and would also empower employees to feel like they are making a valuable 
contribution to the development of the firm. This would ultimately make the 
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adoption of these ideas easier to “sell” to employees if they feel like a part of the 
process and if an innovative strategy was generated by a peer. 
 
With the exception of two respondents it is fair to say that according to the major 
leadership constructs which were employed, owner-managers ranked low in all 
the areas and can be generally categorized as transactional leaders who simply 
seek to monitor and control. The interviews about leadership and technology 
adoption also revealed that two generic categories are not sufficient to classify 
leaders in the innovation and adoption of technology discourse. A further 
disaggregation of the categories and detailed explanation is presented in chapter 7. 
 
6.3.5 Agile Strategies 
While the constructs from the Multifactor Leadership Questionnaire were useful 
in identifying general transformational or transactional leadership traits, it was felt 
from looking at other measurement instruments such as the work of Singh and 
Krishnan (2007) who attempted to develop and validate a new scale on 
transformational leadership that adaptability is critical. While they used the 
category of “Conviction in Self” to highlight the ability to plan in advance for the 
worst possible outcomes, this work recognizes that this stems from the ability to 
adapt and create strategies that are flexible.  
 
Respondents stated that they did not necessarily have a system for determining the 
effects of their current decisions in the medium to long term. Having been in the 
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industry for many years a recurring theme was that of intuition. Owner-managers 
felt that their decision-making is driven by what they call “gut-feeling” based on 
experience with how the industry operates. A representative response from one 
respondent highlighted that “I have been in the business for a long time and most 
times I just know if something feels right. If it feels right and I can afford it then 
maybe.” This signifies a reluctance to think strategically and it was not surprising 
that they also stated that they did not have a way of preparing for the worst 
possible outcomes, but rather dealt with a crisis when it happened. This reactive 
approach saw massive decline in the number of businesses as well as in the profit 
margins of the remaining ones when their major source of income was cut by 
airlines.  
 
Contingency planning is therefore lacking in these firms and their reaction is 
sometimes slow when significant change takes place. One of the changes to which 
they have reacted fairly slowly is the technology revolution and more specifically 
the internet explosion which was explored in chapter 2.  
 
This slow reactive approach was also seen in the fact that when respondents were 
asked how they identify when old approaches no longer work and new ones are 
needed, they stated that sometimes there was no way to tell until it was too late. 
Once again the lack of a clear system for evaluating the needs of the firm makes it 
particularly challenging for the formulation of agile strategies, which allow for 
fundamental change to take place. 
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The assumption is often made that technology will provide the solutions needed to 
help firms to survive. It may be argued that owner-managers may recognize that 
some types of technology are not suited for their firms and therefore make the 
choice not to expand into those platforms. Such a determination would need to be 
made based on solid data from needs assessment exercises, rather than what 
currently exists where it depends on an owner-manager’s personal preferences. 
The evidence resoundingly points to a need for something new to happen in light 
of previously mentioned conditions under which these firms operate. 
 
As stated in chapter 1, these agencies, which have seen a decrease of more than 
50% in the number of companies in operation over the last ten years, typically 
cater to the outbound market. Their ability to leverage their importance may 
however come from an improved capacity to meet the huge need for an online 
presence for the country. At present these agencies receive little attention from 
statutory bodies and a greater contribution to the island’s tourism may present a 
strong case for governmental collaboration and support. In such a volatile 
marketplace, there is a greater need for leaders of these firms to become 
visionaries rather than just maintain their current position as transactional 
“caretakers” of static procedures. 
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6.4 Leadership and Strategy 
There has been an abundance of research which connects strategy to 
organizational success. For example in his seminal work Porter (1985; 2001) 
points to five competitive forces, which have been extensively used by 
researchers (David, 2007; Kim et al. 2004; Stonehouse and Snowdon, 2007; Poon, 
1993; Wynne et al. 2001) over the last three decades. Much of the research 
however has indicated that firm strategy must be influenced by competitors as 
well as markets. While these are useful arguments they are both output driven 
discussions with very little emphasis on inputs such as ownership, leadership and 
resources. It is critical that this work fills the gap in discussing input 
considerations. 
 
Fundamentally the strategy is essentially influenced by the markets and the 
competition, however there needs to be more emphasis on how leaders respond to 
intelligence about these two factors. There were respondents who recognized a 
market trend and acted differently from others who were aware of the same trend, 
which makes an investigation of leadership responses to this kind of information 
very important. Why for example, were some owner-managers content to accept 
that the local markets were not ready for online platforms and in response did not 
see the need to diversify distribution; while others with the same information, felt 
that they should be proactive in anticipation of market changes? 
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Of particular interest was the fact that most managers felt that there is a high level 
of incompatibility with having a high-tech strategy coupled with a hi-touch one 
(intense personal interaction) despite compelling arguments by theorists that a 
multi-platform approach to distribution will yield sound business models. The 
owner-managers in the sample seemed more concerned with what Eastlick and 
Lotz, (1999) refer to as a perceived psychological risk of becoming too dependent 
on the internet and losing the essence of their customer interaction. As a 
respondent stated: 
“Too much technology can take away from the personal touch that we 
normally provide. I would hate for my company to become so reliant on 
these machines that we forget the importance of people in all of this.” 
 
It is clear therefore that if these owner-managers are to engage in greater internet 
technology adoption, they will need some form of assurance that online and 
offline channels of distribution can “peacefully co-exist”. The reality is that since 
these owner-managers highlight that they typically make decisions unilaterally, 
there would need to be a change in the leadership of the organizations. This 
change may come through a shift in leadership style which may be fuelled by 
education or greater exposure, as will be discussed later in this chapter. 
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6.5 Leadership and Resource Allocation 
A recurring theme in the interviews was the limitation placed on these small firms 
due to a lack of sufficient resources. The actions of the leader become important 
in decision-making regarding resource allocation (Kraajenbrink et al. 2010). The 
findings of this thesis are in support of this work and this is even more magnified 
where firms have significantly limited resources as tough decisions must be made 
about priority spending in order to efficiently use these resources. The resource 
limitations which were highlighted by owner-managers focused primarily on 
human and financial resources. In most cases it was felt that there was not enough 
money to invest in a hi-tech strategy. In other cases however managers felt that 
where money was available they did not have capable human resources to 
consistently maintain technological innovations such as websites. This was also 
evidenced where firms in the minority which had websites stated that these were 
inactive. One respondent point out that: 
“Even if I wanted to introduce these high-tech approaches the level of 
capabilities of my employees would not be able to support these activities. 
The entire thing would be too much of a big investment.” 
 
The respondents highlighted that with the limited financial and human resources 
they were more inclined to use resources in areas that would assist in the day to 
day operations rather than on strategic initiatives which they were not sure would 
yield significant returns. Technological innovations were mentioned as being 
risky investments which were more geared towards the long-term and many 
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respondents argued that it was not considered a priority area since it did not 
address the immediate needs of the markets being served. This highlights a 
transactional approach to leadership, which simply seeks to enforce procedures 
and control daily activities.  
 
The situation for the firms under investigation is also a unique one in that the 
respondents are owner-managers who have a stake in the immediate or short-term 
benefits of the operations. This work posits that owner-managers in a stand-alone 
environment are inherently transactional leaders based on the challenges of the 
industry coupled with their desire to realize immediate returns on investment as 
the money feeds directly into family survival. This is an extension of the 
entrepreneurship literature and particularly the work ofCovin and Slevin, (1988) 
which argues that small business managers prefer to be decidedly risk-averse, 
non-innovative, and passive or reactive. Carland et al, (1988) state that they 
operate their business as an extension of their individual personality and 
immediate needs. In addition to a reluctance to adopt internet technologies, this is 
evidenced by the sample’s refusal to engage in inbound travel due to a lack of 
commission although this may yield long term benefits.  
 
The exceptions to this norm were companies that had numerous branches and 
were established brands or companies which were affiliated with other business in 
other industries. It appears then that the process of prioritization for resource 
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allocation is influenced by owner-manager’s personal needs, preferences and 
short-term fatalistic goals, which do not consider a strategic vision for these firms.  
Hence, it is important to create a profile of leaders which identifies characteristics 
that can enable movement to higher levels of technology adoption for sales and 
marketing in particular. This is critical in an information-intensive travel industry, 
particularly in owner-manager, small firm, developing country situations where 
decision-making is so heavily dependent on the likes and dislikes of the individual 
and ultimately the leadership style employed. The following section elaborates on 
the characteristics identified. 
 
6.6 Leadership Characteristics for Technology Adoption (Owner-Managed, 
Small Firms) 
 
A number of variables have been identified in this study as well as in previous 
research (Burns, 1978; Karnes and Chauvin, 1985; Bass, 1999; Bass and Avolio, 
2003; Singh and Krishnan, 2007) about factors that apply to the major leadership 
categories. Very little emphasis has been placed on identifying leadership 
characteristics at various levels of technology adoption. For example the work of 
Peterson et al. (2009) has identified that some transformational leadership traits 
which apply to CEOs who lead high-technology start-up firms, but until now 
research which has challenged these broad leadership typologies along a hierarchy 
of technology adoption is absent. This kind of detailed analysis of a leader at each 
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adoption level, which is found in this thesis, will be instructive about what 
characteristic is needed to move to the next step on the ladder. 
 
In the first instance leadership emerged as the dominant driver for these owner-
managed small firms for a number of reasons. A comprehensive approach was 
taken through the lens of Critical Social Sciencewhich allowed for an exploration 
of a number of micro and macro factors that may affect adoption levels within 
societies and firms. These included culture, the digital divide, strategy and 
resources. National culture emerged as a peripheral contributor since it did not 
explain differences in the behaviour and performance of the owner-managers. The 
digital divide also did not emerge as a central driver given that the Jamaican 
society has a high level of mobile penetration and in particular smart phone use 
with equal access within the society for businesses. There is still a gap in the 
creation of innovation however the access gap has been greatly reduced. The 
previously existing access gap related more to the use of computers. The divide 
however plays a role at the level of the destination management organization in 
the context of tourism where there is still a need for a more high-tech approach to 
meet the information and booking needs of potential high-tech tourists. 
 
Those broader macro factors which did not emerge as significant would have been 
the most influential in explaining constraints on the leader. The other micro 
factors of strategy and resources are however determined in large part by 
decisions made in the firms. In the case of these firms, owner-management and 
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their size result in simple decision-making processes which are driven by these 
leaders in the organizations. The strategy to be employed and the allocation of 
resources as explained earlier in this chapter are driven by the priorities of these 
leadership figures. In light of the pivotal role of leadership, some key 
characteristics were identified at each stage of technology adoption within these 
small, owner-managed, travel firms. 
 
6.6.1 Education 
An important factor from the interviews was education level and type. Those 
owner-managers who were inclined to adopt based on immediate plans as well as 
a general intention to explore other commercial uses of the internet, tended to 
have university qualification at least at the bachelor degree level. Their openness 
to a greater use of internet technology in sales and marketing comes from 
exposure to the use of technology in a university environment as well as formal 
discussions surrounding the technology revolution and its potential benefits. 
 
While some of these respondents were not using cutting-edge technology at the 
moment, they were not resistant to the notion that it has a place in the firm. This 
presents a particularly fertile condition for the birth of new processes in these 
firms over which they have control, such as website use for e-commerce and 
social media for sales and marketing.  
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The type of education also played a role in the openness to technology adoption. 
Interestingly it was found that those owner-managers who had generic business 
degrees were much keener on utilizing multiple marketing and distribution 
platforms than those with specific travel and tourism qualification. This may 
speak to a greater emphasis on competitive strategies and the development of 
sound business models in business studies. This then raises the question of 
whether tourism degrees suffer from a tunnel-vision which does not embrace a 
more fundamental understanding of key business concepts. This presents an area 
for future research. 
 
 
6.6.2 Previous Work Experience 
The professional background of the respondents seemed to differ greatly between 
likely adopters and unlikely adopters. The two most technologically progressive 
thinkers in the sample had worked outside of the travel industry extensively. The 
market leader in the sample had extensive experience in real estate and had built 
and operated a successful company in that industry for many years. The other 
respondent who had not yet implemented many of the plans but had intentions to 
do so was a bank manager for many years who used retirement funds to start a 
travel agency. 
 
On the contrary, the slow or low adopters had spent their entire careers in the 
travel business. Some started out as entrepreneurs while others worked for other 
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travel companies and airlines before starting their own operations. This fact may 
be due to a reason similar to the education variable, where a greater exposure to 
business practices which were thriving in other industries created transferable 
approaches to competitiveness. 
 
The real estate and banking industries experienced an evolution and restructuring, 
which may have taught these owner-managers some valid lessons. It must be 
noted that this work does not posit that all owner-managers should immediately 
employ internet sales and marketing approaches. However it advocates that there 
must at least be a certain level of openness to ideas which may enhance the 
relevance of their firms especially at a time where this is being questioned. The 
approach of many struggling agencies in this study seems to be “wait and see”. 
 
 
6.6.3 Technology Experience 
It was found that the personal experience of these owner-managers within firms 
with using the internet provided strong insights into their propensity to introduce 
it as a sales and marketing tool in their firms. The rate of use for owner-managers 
in the sample was quite low as demonstrated in table 6.4. The rate of use does not 
say much on its own though and an exploration of the reasons for which it is used 
adds more robustness to the discussion.  
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The reasons for personal internet use for leaders were very telling as these 
translated into business practices and firm adoption behaviour. The only firm 
which had engaged in online sales was one of the two firms which had internet 
savvy leaders who were engaging in online purchase of their own. The other was 
in the planning phase for platform diversification. It must be noted however that 
their personal facebook use did not translate into firm use as social media was still 
viewed as just a “social” tool. On the other hand, the firms whose leaders engage 
in minimal internet use for emailing up to two times per week experienced low 
levels of internet involvement and primarily used the web for email activities.  
 
The personal internet experience of the latter group of owner-managers was filled 
with overwhelming information, which made it particularly challenging for them 
to navigate through cyber space in an effective way that could enhance decision-
making. This resulted in an overall resistance to a phenomenon which they did not 
completely understand. The final outcome was that low personal technology 
experience led to similarly low usage in these firms which were essentially an 
extension of the owner-managers. 
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6.6.4 Risk Aversion 
The perception of risk emerged from the data as being an important factor for the 
respondents. An overwhelming majority considered themselves to be low risk-
takers with only 2 respondents ranking themselves as high risk-takers. These 
“high risk-takers” represent those who were the previously mentioned avid 
internet users. This presents a serious challenge for the adoption of the internet for 
sales and marketing in these firms as owner-managers who describe themselves as 
low risk-takers also view investments in online platforms as being high-risk.  
 
An additional element which has been inferred through discussions with 
respondents is that they are unwilling to take risks with the business that directly 
affects the survival of their families. This is a feature of the fact that these leaders 
are owner-managers of small, autonomous firms. They were more deeply 
involved from an ownership perspective and pointed out that they were likely to 
be less risk-averse if they were managers in a business which they did not own. It 
may be argued that they are not inherently low risk-takers due to their culture and 
society but rather act out of protection for a firm in which directly affected their 
families.  
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6.6.5 Family Composition 
The issue of the make-up of the family emerged from simply asking about the 
respondent’s backgrounds. Inferences revealed that the leaders which were more 
interested in greater technology use were those with teenage children in their 
households. They highlighted that the experience of watching their children use 
the web inspired confidence about how to use it. The biggest restricting factor 
seemed to be uncertainty about the outcomes of certain activities on the internet 
and therefore many respondents had chosen to only engage in basic emailing and 
web searches.  
 
This prompted further exploration to identify if there were differences with those 
who seemed less interested in increased adoption. The findings revealed that with 
the exception of one, all of the other low-adopters had older children who were 
now adults and did not live with them or had small children, who apparently did 
not influence them in this way. It would therefore appear that such a situational 
factor has a greater impact on the cognitive disposition of these leaders towards 
technology adoption rather than the broader issue of national culture. 
 
All of the afore-mentioned variables in some way relate to situational 
considerations that generate differences in each individual. One major difference 
which has been identified is the level of intellectual stimulation which is provided 
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by leaders of low-adoption firms and high-adoption firms; as defined by those 
who intend to adopt more cutting-edge tools in their businesses. 
 
6.6.6 Intellectually Stimulating Traits 
While all of the respondents ranked low on three of the transformational 
leadership constructs provided by Bass and Avolio (2003) in the MLQ, there was 
noticeable difference in the intellectual stimulation construct for owner-managers 
who had a greater inclination towards technology adoption. Idealized influence, 
inspirational motivation and individualized consideration are all related to 
creating an atmosphere of admiration, respect and kinship to the leader. Although 
there was no difference between respondents in these areas, the intellectual 
stimulation construct showed that the more innovative-minded owner-managers 
were different and ranked higher in this area. 
 
This is displayed when the leader helps followers to become more innovative and 
creative. An exploration of the other three constructs was important to be able to 
clearly identify if these leaders would fit into any of these two leadership 
categories based on all four constructs.  While the previous three demonstrate the 
likelihood of followers aligning themselves to the goals of the leader, the only one 
which addresses a cognitive and behavioral change in the follower is intellectual 
stimulation.  
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The respondents that had intentions of improving online platforms for sales and 
marketing created an atmosphere in which employees were free to make 
innovative suggestions. This environment is conducive to the generation of a 
multiplicity of ideas which may help in the formulation of effective strategies.  
 
Ideally owner-managers should endeavour to improve in all of these 
transformational leadership categories; however it is evident from this research 
that the intellectual stimulation element is sufficient along with the other variables 
identified by this investigation, to stimulate higher levels of technology adoption 
in owner-managed, small travel firms. This finding points to another more over-
arching issue in leadership and technology adoption research. There is now the 
need for more specialized leadership typologies in relation to technology adoption 
behaviours, as the current broad classifications of transactional and 
transformational leadership do not necessarily apply directly in the innovation 
diffusion and adoption discourse.  
 
The following leadership classifications have been developed by the author to 
help in identifying the leadership characteristics and needs at various stages of 
technology adoption for small travel firms. These have been influenced by the 
transformational leadership constructs and the organizational decision-making 
literature which describes the decision-maker as creator, actor or carrier. Since 
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this research has established that the key and sometimes sole decision-maker in 
owner-managed small firms is synonymous with the term leader, the two have 
influenced these classifications. This research however promotes a greater 
application as it relates to technology adoption for owner-manager operated small 
travel firms. 
 
6.7 Leadership Typologies for Technology Adoption 
The following discussion proposes a synthesis of the findings of this research 
which allow for the profiling of leaders of owner-managed small firms at each 
stage of technology adoption. This is based on previously discussed 
characteristics in this chapter. The originality of this study emanates from some 
key gaps in the approaches to staged adoption studies. The first is that the body of 
research on stages of adoption takes a sequential continuum approach to 
understanding singular innovations. Secondly the adoption classifications from 
previous research tend to categorize firms in general. While this is useful, it does 
very little to account for small firms in which there is a great level of autonomy 
such as in the case of owner-managers. The third issue is that although there has 
been some research which has recognized the influence of leadership traits on 
small businesses (see for example Thong and Yap, 1995; Peterson et al. 2009), 
this research failed to identify leadership characteristics as a driver of each stage 
of adoption. These will be discussed thoroughly in chapter 7. 
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The work of Thong and Yap (1995) highlighted three important characteristics of 
innovativeness, IT attitude and IT knowledge. This however addressed overall IT 
adoption as opposed to a staged approach and this was at a time when less 
pervasive business platforms existed. Peterson et al. (2009) in applying 
transformational leadership traits to high-technology environments focused on 
generic traits in start-up firms. This research through an emphasis on owner-
managed small firms advances the debate on staged technology adoption and the 
leadership typologies that influence each stage. 
 
Each component of the model being constructed will be explained in detail. At the 
end of this discussion a coherent, composite model will emerge in figure 7.7. As 
highlighted earlier in this chapter some key leadership typologies emerged as it 
related to staged technology adoption in small owner-managed firms. 
 
6.8 Chapter Summary 
Leadership has been identified as the key determinant of technology adoption for 
small, owner-managed firms. Some key variables have been identified as being 
influential in technology adoption from a leadership perspective. This necessitated 
a new conceptualization for leadership typologies in the innovation diffusion and 
adoption discourse, as previous generic typologies failed to take some of these 
key variables into account. Additionally these newly developed typologies 
merged the leadership and organizational decision-making discourses to identify 
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applicable, disaggregated constructs that will inform the model which will emerge 
in chapter 7. 
 
In the subsequent chapter the model will identify the various stages along a 
technology adoption hierarchy where these new leadership typologies may be 
applied. Each typology, namely resistors, caretakers, stabilizers, reactors and 
transformers, will correspond to technology adoption stages in firms and a 
detailed discussion of how the model was developed will ensue. Prior to this 
though, the overall conceptual development of the research will be explained. 
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7.1 Introduction 
Chapters 1-6 have presented key stages of the research process, moving from 
background and rationale to findings related to some critical factors in this study. 
Ultimately there was a distillation of the factors as a key determinant emerged in 
chapter 6 on leadership. While the emphasis on leadership in technology adoption 
for small firms brings some novelty in the context of the travel industry, a more 
substantive contribution to theory could be found in the creation of new 
leadership typologies which apply more specifically to technology adoption in 
owner-managed, small travel firms. 
 
This chapter first provides a detailed explanation of how the factors in this study 
have been conceptualized in broad terms and then shows how a process of 
distillation resulted in a key factor being identified. Subsequently and more 
importantly it thoroughly elaborates on each component of the final model which 
will emerge at the end of this chapter as the substantive contribution to theory. 
This step by step approach allows for the reader to follow a clear storyline and 
understand the process of how the development of the model was informed. 
 
Figure 7.1 below presents an amendment to the conceptual framework presented 
in figure 2.2 at the end of the literature review.
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The conceptual framework presented in figure 2.2 has been amended to reflect a 
difference in the feedback loop for firms. Initially when overall firm adoption 
decision-making was considered, feedback information was viewed as a function 
of a system, which was designed to identify firm performance and make decisions 
in a systematic, consultative way based on strategy. The new conceptualization 
identifies that in small, owner-managed firms the feedback goes directly to a 
unilateral decision-maker, whose attitudes and personal beliefs determine 
technology adoption, as opposed to an objective evaluative system. This emerged 
from the finding that regardless of how a firm performs, the decisions about 
technology use are driven by personal preferences of an autonomous owner-
manager. This paints the overall picture and is further discussed in this chapter, 
where the development of the model in figure 7.7 is addressed. Prior to this 
however, a discussion regarding technology adoption conceptualizations is carried 
out. 
 
7.2 Theory and Concepts 
Conceptualizations of technology adoption have resulted in major theoretical 
developments, which for the purposes of this research have been categorized as 
pre-internet phase and post-internet phase research. The pre-internet phase saw 
major contributions from Rogers (1962; 1976; 1983; 1994; and 2003) who 
developed on the work of Ryan and Gross (1943). Rogers’ conceptualization 
involved four key elements of diffusion as (1) innovation (2) communication 
channels (3) time and (4) social system. This provided a platform for the growth 
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of research in the area as it developed factors which were more applicable across 
fields. 
 
Much of the subsequent research posited that technology adoption was primarily 
positive (see for example Bagozzi et al. 1992; Lederer et al. 1998) and only fairly 
recently did Latzer (2009) identify that some technology innovations may be 
unsustainable or even disruptive. One of the most resonant works to emerge in the 
pre-internet phase after Rogers’ seminal work was research by Davis (1989). In 
his technology acceptance model he argues that situational as well as personal 
influences such as perceived ease of use and perceived usefulness are critical in 
determining the level of technology acceptance. This added the elements of 
observation and perception to the discussion. It was the post-internet era however, 
which sparked most of the technology adoption debate across industries. 
 
7.2.1 Theory Development and the Post-Internet Phase 
Much of this discourse has emphasized a transformation from an industrial 
economy to an information economy, and this may be seen in the development of 
the literature. Since the internet explosion in 1991, the research has been assessing 
the pervasiveness of the World Wide Web in a variety of industries. There is 
consensus by many theorists (Rayport 1995; Choi and Stahl 1997; Bakos 1998; 
Williamson and Scott 1999; Afuah and Tucci 2001; Applegate 2001; Wirtz 2001; 
Rappa 2002) that the rules of competition for established business have been 
transformed by the internet. Out of this emerged a focus on information 
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asymmetry reduction, disintermediation and reintermediation. The latter two in 
particular received significant attention in travel and tourism (see for example 
Laws, 2001; Buhalis and Licata, 2002). This thesis found that internet 
transformation was fairly slow in the travel firms being studied and the 
technology adoption drivers and barriers are discussed in detail in this chapter. 
 
7.2.2 Technology Adoption Drivers 
The drivers of technology adoption have been varied in the extant literature. The 
conceptualizations have emphasized drivers such as national culture (Westwood 
and Low, 2003), the global digital divide (Stump et al, 2008; Minghetti and 
Buhalis, 2010), resources, (Brown et al, 2007), strategy (Stonehouse and 
Snowdon, 2007) and leadership (Elenkov and Manev, 2005; Lynskey, 2004; 
Peterson et al, 2009). 
 
All of these elements were accounted for and addressed in the secondary data 
collection as well as phase 1 of primary data collection. These factors were 
conceptualized in two coherent conceptual frameworks (see figure 2.1 and 2.2). 
Figure 2.1 identifies fragmented relationships which exist in the literature which 
have typically focused on singular relationships. The findings of this research will 
now provide for greater coherence in conceptualizing technology adoption drivers 
for small, owner-managed travel firms.  
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There have been some gaps in addressing technology adoption in firms due to this 
fragmentation in previous works. Figure 2.2 illustrates a coherent framework, 
which places technology adoption decisions within the broader theory of decision-
making and highlights relationships which may be explored for future research. 
This research further emphasizes the leadership role, as the focus of the study is 
on owner-managers of small travel firms, who have a great deal of autonomy in 
decision-making.  
 
It must be noted that while figure 2.2 influenced the primary data collection 
process, some of the relationships identified were subsumed in other factors. 
Ownership was subsumed by leadership for example as the research focuses on 
owner-managers. Fundamentally the research process highlighted that an 
understanding of adoption drivers in firms lie in the demystification of the 
decision-making process. The question then emerged: which of these factors 
influences decision-making most significantly in firms? Phase 1 interviews 
highlighted that the most influential factor for small owner-managed travel firms 
was the leadership, hence phase 2 focused primarily on leadership constructs.  
 
This was a particularly important phase of the data collection as it facilitated the 
ability to identify characteristics of leaders who intend to adopt and those who do 
not. This led to the creation of leader profiles and ultimately new leadership 
typologies which have been developed based on the generic transactional and 
transformational typologies. The new typologies, apply more specifically to 
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owner-managers of small firms in information intensive industries. Each typology 
will be further explained in this chapter. Each typology relates to specific levels of 
adoption along an adoption hierarchy, also referred to as adoption stages. Stages 
in this research will be more vertical in nature as it addresses movement to higher 
levels of technology adoption. 
 
7.3 Adoption Stages 
The leadership typologies being advanced in this study relate directly to particular 
stages of the technology adoption process. A considerable body of work exists 
regarding various stages of adoption in particular for online platforms (see 
appendix 3). This research will identify stages through which a firm progresses 
for a particular innovation as well as through different levels of innovation 
adoption. This is different from previous research as it takes a multi-level 
approach that assesses the driver at each level. For example Rogers (1983) 
highlighted that a firm goes through stages such as: agenda setting, matching, 
redefining, clarifying and routinizing for each new innovation. Cooper and Zmud 
(1990) advocated a six-stage process to include initiation, adoption, adaptation, 
acceptance, routinization and infusion. Damanpour (1991) succinctly collapsed 
these stages into two key areas known as initiation and implementation.  
 
Even the more contemporary research focuses on the stages of a specific 
innovation adoption. In attempting to advance a staged model, Daniel et al. (2002) 
focused on e-commerce adoption specifically and created firm clusters in a 
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sequential manner. Cluster one to four involved developers, communicators, web 
presence and transactors. All of these represent different degrees of e-commerce 
readiness and adoption through the key variable of technology involvement. Even 
more recently Aquila-Obra and Padilla-Melendez (2006) have articulated a four 
cluster approach to internet technology adoption which also emphasizes a 
sequential process for a single innovation. For a more comprehensive list of 
adoption models please see Appendix 3: Summary of online adoption models. 
 
 
For the purposes of this research there was a need to conceptualize some 
technology adoption stages which represented a more holistic demonstration of 
technology adoption within firms. As opposed to previous approaches this 
conceptualization does not only consider single innovations and accompanying 
sequential processes but uses a hierarchical approach to highlight different levels 
of adoption with each level representing a more cutting-edge type of adoption. 
This was based on the findings of the research for the firms in the sample. While 
this is not the main focus of this study, it was necessary to develop a hierarchy 
that corresponds to the new leadership typologies which are ultimately being 
advanced. Each stage of adoption refers to back office use and ultimately sales 
and marketing use at that level. Subsequently a discussion of the leadership 
profiles will be discussed in relation to these adoption levels. The relationships 
will be demonstrated more closely in figure 7.7. 
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7.3.1 The Adopters 
Given that this research is more concerned with vertical movement along an 
adoption hierarchy rather than horizontal movement along a sequential process, 
simple phases of initiation and implementation are adopted at each level of 
adoption. Initiation refers to the point at which firms consider the need for an 
innovation, search for information and explore resource allocation needs. 
Implementation addresses first use of the innovation and the point at which 
processes evolve to match the new adoption. 
 
The broad category of computer adopters was used to describe firms at the 
bottom of the hierarchy that were simply engaged in the use of computer 
terminals and hardware for back office accounting functions or for front office 
functions such as sales. Firms which do not use online sales tools other than 
GDSs are also placed in this category since their adoption was simply based on 
the free provision of the system by the supplier. It must be noted that computers 
are also an important pre-condition in firms for other innovation adoptions such as 
the internet as discussed in innovation interdependence in chapter 1. All 
companies had passed through the initiation and implementation phase at this 
level. 
 
The next group on the adoption hierarchy is termed internet adopters. This group 
represents firms in which the internet is used for emailing and web browsing. A 
fairly large number of the firms in the sample had not moved beyond this level 
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and only engaged with the internet for client communication and information 
searches. Most firms already went through implementation of this phase. 
Surprisingly there were still those which were at the point of initiation. 
 
Website adopters refer to the firms which have created and used company 
websites for general and marketing information sharing. Websites in this case 
typically provide static information. While a few firms in the sample had 
implemented these, they were eventually abandoned and are now inactive. Much 
of the information is now outdated and there is little intention to revitalize these 
efforts. Outside of those who already implemented the use of these websites, a 
few other firms were at the point of initiation while the majority of firms were 
resistant to its use. 
 
The next level of the hierarchy is called e-commerce adopters and refers to firms 
which use websites for actual bookings and payment. For this research, this level 
is considered to be key as it is the level at which there is strident refusal to adopt. 
The key investigation surrounds why firms are resistant to the notion of online 
selling. One firm is at the point of implementation while one other firm is at the 
point of initiation for this level of adoption. An overwhelming majority of firms 
do not aspire to this level and have no intentions of even exploring the option. 
Reasons given for this in the findings include limited technology experience, 
limited knowledge of benefits and the perception that the need does not exist. 
Some responses included: 
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“I would be wasting my time to try to sell online to my clients because 
most of them do not like using the internet to do serious business; 
furthermore they like having that personal contact and they wouldn’t trade 
that for anything.” 
“I know that there are people who buy online. I have never done so myself 
and I am kind of wary of doing business with machines. I think my 
customers also look at it that way and they prefer to talk to someone.” 
The views of the respondents represent limited approaches to strategy, which do 
not allow for changes outside of normal activities. The emphasis is on short-
termed approaches to keep business alive. This is characteristic of the manager 
being the owner of a small business in which there is autonomy to make unilateral 
decisions. The result is the emergence of protectionist tendencies which involve 
low levels of risk-taking with a business that meets the immediate needs of these 
leader’s families and interests. 
 
The final level on the hierarchy has been identified as social media adoption in 
firms. Social media adopters would refer to firms in which social media is used 
for promotion and interaction which results in sales activities. While none of the 
firms in the sample fall squarely into this category, it appears likely that the firm 
which is now at the implementation phase of e-commerce adoption will move to 
the initiation phase of social media adoption. This is based on an expressed 
intention to explore such an option. It is important to note that social media is also 
being used on a personal level by this owner-manager. He states: 
“I currently use facebook to connect with friends and I am not using it in 
the business as yet because I need to find out more about whether 
customers view it as a serious business tool or just as something to do for 
fun. I am open to the idea though and will look into it.” 
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Most firms are resistant to moving to any adoption level which is higher than 
basic internet adoption in the form of emailing and browsing. There are a few 
firms which have adopted websites for general information and an even fewer 
number which are exploring online selling. The ultimate aspirational level of 
social media adoption is still in its infancy and only one firm is even exploring the 
option. The differences between firms at each level will be highlighted and 
correlated with leadership profiles. 
 
7.4 Contribution to Theories of Staged Technology Adoption 
While these categories will assist in the discussion of the hierarchical movement 
of technology adoption in firms, they are not the essence of what is seminal about 
this work. The originality of this study emanates from some key gaps in the 
approaches to staged adoption studies. The first is that the body of research on 
stages of adoption takes a sequential continuum approach to understanding 
singular innovations. Secondly the adoption classifications from previous research 
tend to categorize firms in general. While this is useful, it does very little to 
account for small firms in which there is a great level of autonomy such as in the 
case of owner-managers. The third issue is that although there has been some 
research which has recognized the influence of leadership traits on small 
businesses (see for example Thong and Yap, 1995; Peterson et al. 2009), the body 
of research research failed to identify leadership characteristics as a driver of each 
stage of adoption. These will be discussed in the subsequent section. 
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The work of Thong and Yap (1995) highlighted three important characteristics of 
innovativeness, IT attitude and IT knowledge. This however addressed overall IT 
adoption as opposed to a staged approach and this was at a time when less 
pervasive business platforms existed. Peterson et al. (2009) in applying 
transformational leadership traits to high-technology environments focused on 
generic traits in start-up firms. This research through an emphasis on owner-
managed small firms advances the debate on staged technology adoption and the 
leadership typologies that influence each stage. 
 
7.4.1 Development of the Model 
Each component of the model being constructed will be explained in detail. At the 
end of this discussion a coherent, composite model will emerge. As discussed in 
Chapter 6, some key leadership typologies emerged as it related to staged 
technology adoption in small owner-managed firms.  
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The first leadership category which emerged was termed resistors 
7.4.1.1 Resistors  
Figure 7.2 Resistors 
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These persons rank themselves as low-risk takers as measured by openness to new 
ideas from employees, and say that they are willing to do only what is necessary 
to meet predetermined objectives.  They have low technology experience which is 
evidenced by their lack of use of computer related technology with the exception 
of infrequent personal emailing and all of their work experience has been in the 
travel industry. They tended to have low education levels with the highest formal 
qualification being at the secondary level. These leaders typically ranked low on 
intellectual stimulation for employees and did not encourage creative thinking and 
innovation. This may probably be linked to the composition of their families 
where there was the absence of an avid teenage internet user whose example may 
have influenced perceptions. This trait has been deemed to be the most applicable 
transformational leadership trait to technology adoption research as it is the only 
one which appeals to cognitive change and an openness to creativity and new 
ideas. The researcher coined the term “intellectually stagnating” to signify the 
converse of intellectually stimulating.  
 
As stated in chapter 4, these respondents view internet technology adoption for 
sales and marketing as being a high-risk investment and activity and this meant 
that there was less proclivity towards adoption. These leaders were mainly found 
in firms which were categorized as computer adopters with their highest level of 
interface being the use of Global Distribution Systems. 
 
Chapter 7                                                         Concept and Model Development   
 
273 
 
7.4.1.2 Caretakers 
Figure 7.3 Caretakers 
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development of new procedures will they alter any activity within the firm.  They 
typically had low technology experience like resistors however their level of 
education tended to be a little higher as they had done some post-secondary 
studies such as certificates and diplomas. These were usually forms of 
certification from professional travel bodies. The moderate education level gave 
them exposure to technology benefits although they had limited experience using 
it. They however had no experience working outside of the travel industry and 
developed a limited view of business strategy. These leaders also ranked low on 
intellectual stimulation for employees and did not encourage creative thinking and 
innovation. Their family composition also tended to be void of an avid teenage 
internet user whose example may have influenced perceptions. 
 
Despite changes in the global marketplace these leaders do not possess the 
strategic agility of a visionary and insist on upholding previous standards and 
procedures. These leaders were found in internet adopter firms and this was 
influenced by their greater exposure to greater levels of education than the 
resistors. Although they have adopted the internet, they were slow in doing so and 
only use it for basic emailing and web browsing. 
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7.4.1.3 Stabilizers  
Figure 7.4 Stabilizers  
 
 
 
 
 
 
 
 
 
 
This type of leader is still a transactional leader but more closely resembles the 
decision maker as actor in the organizational decision-making literature. This is 
an individual who passively acts in accordance with what happens to the 
organization such as problems or opportunities. These leaders consider 
themselves to be medium risk-takers who will make decisions which may lead to 
short-term changes to address immediate opportunities and challenges. This may 
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lead to doing something in the firm that is not procedural, however once the 
incident has passed it becomes business as usual once again.  
 
They typically had low technology experience and fairly high education levels. 
This was usually a bachelor degree in travel/tourism which seemed to limit their 
scope. Their work experience was similar to resistors and caretakers in that they 
had only worked in the travel industry. Their family composition had teenagers 
using the internet which made them more familiar with its use but they were still 
no more intellectually stimulating than the previous categories as they usually 
tried to stabilize situations without employee consultation.  
 
Evidence of this was seen where these leaders who were heads of website adopter 
companies introduced websites in response to competitors doing so without 
proper website design, orientation and training. The end result was that websites 
quickly became inactive and returns on investments were not realized. They had 
no intention of revitalizing their website efforts and did not intend to move any 
higher along the adoption hierarchy unless a crisis emerged. 
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7.4.1.4 Reactors 
Figure 7.5 Reactors 
 
 
 
 
 
 
 
 
 
This category is representative of a leader who is much more open to ideas of 
change and is a medium risk-taker. Although not as resistant to doing things 
differently this leader is usually behind in the uptake of some new innovations. 
There is always the intention to improve business practices but these are 
sometimes late in coming to fruition. This is representative of the earlier 
discussed initiation phase and they many times get to implementation after much 
deliberation.  
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Education levels are usually high in this category with a minimum of a bachelor 
degree with a broader focus than just travel and tourism. Technology experience 
is moderate (daily business emailing, and web browsing) and previous work 
experience involves working in another industry other than travel and tourism. 
They typically belong to families with avid teenage web users and provide an 
intellectually stimulating environment for employees but tend to spend a 
considerable time in the initiation phase of adoption. 
 
This type of leader may move the firm to becoming e-commerce adopters, 
however sufficient research must take place especially since this will involve 
adopting a technology activity for the firm; one in which they have not been 
engaging personally.  
 
They differ from the transformers in that they are reactive rather than proactive. 
However when provided with sufficient stimulus they are open to change. Their 
reactive nature may be addressed through greater technology exposure and less 
risk aversion. A greater level of transformational leadership is needed to move the 
firm to relatively new business platforms such as social media. This will require a 
proactive visionary approach given that this activity is virtually non-existent in 
the context within which they operate. 
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7.4.1.5 Transformers 
Figure 7.6 Transformers  
 
 
 
 
 
 
 
 
 
 
Considered to be an active change agent who has a long term vision for the firm, 
this visionary proactive leader is described as a transformer who is willing to 
change processes and approaches not only in response to external changes but 
also in anticipation of those changes. This is influenced by the fact that the 
individual is considered to be a high risk-taker with high technology experience 
and a high education level. The high technology experience and high risk-taking, 
which separate this leader from the reactor, are evidenced by the fact that this 
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individual has engaged in personal online buying and is therefore familiar with 
online transactions. All other variables are similar to the reactor such as work 
experience, family composition and intellectual stimulation. The key difference is 
that in addition to being able to observe the benefits of use by their children, these 
leaders have their own experience with using cutting-edge technology. Although 
these leaders do not use social media in the businesses, they use it personally, 
which provides for an understanding of the vast reach of these tools. 
 
It must be noted that while this is the type of leader needed to move owner-
managed small firms to the adoption of social media for sales and marketing, the 
leader in the sample who is most likely to move to this category is now only 
exploring the option and expressing an intention to adopt. This still makes the 
firm an industry leader in internet technology adoption for sales and marketing 
through the strategic vision and leadership of its top executive and owner. 
 
The composite model will now be illustrated and discussed below with an 
elaboration of the gaps being filled by this research. 
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Figure 7.7: Leadership Typologies for Staged Technology Adoption (Owner-
Managed Small Firms) 
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The illustration in figure 7.7 is a representation of this work’s overall contribution 
to theory. It is an amalgamation of the previously explained leadership typologies 
and technology adoption hierarchy which emerged from this study. This 
composite diagram seeks to provide a coherent explanation for types of leaders 
which were found at various stages of adoption and highlight variables that 
separate each level. The model will assist in identifying potential adoption 
behaviour in small, owner-managed firms in information intensive industries and 
understanding what may influence change. While the study was carried out using 
travel firms, the implications are more far-reaching than that industry.  
 
Having discussed the construction of the model throughout this chapter, it is 
imperative that its strengths and limitations be discussed. The subsequent section 
will address the strengths of this study in relation to theoretical implications and 
the gaps in the body of literature which it will fill. Practical implications will also 
be highlighted. Inherent limitations of the model will also be presented and 
contrasted with how some level of delimitation is achieved. Ultimately the chapter 
will conclude with a reiteration and emphasis on the work’s originality and 
theoretical contribution. 
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7.5   Strengths of the Model 
The model presents a coherent hierarchical adoption approach which identifies 
types of leaders found at each level of adoption. Most importantly this model 
emerged out of a process of looking holistically at numerous possible factors that 
have been presented in previous research as drivers of technology adoption. This 
was facilitated through the lens of Critical Social Science, which called for a more 
comprehensive assessment of a multiplicity of possibilities within the context of 
the study.  
 
As demonstrated at the end of the literature review in figures 2.1 and 2.2, factors 
such as culture, the digital divide, resources and firm strategy were also examined 
and secondary and primary data were collected on these factors in relation to 
technology adoption. The primary data analysis of this study from two phases of 
collection and analysis revealed that culture and the digital divide only played an 
indirect role in the general shaping of individual’s views but could not explain 
why similar cultural backgrounds and IT access resulted in different behaviours 
among the firms.  
 
The resource and firm strategy factors emerged as peripheral drivers as they were 
directly under the control of the decision maker in these firms and appeared more 
as an effect than a cause. In other words resource and strategy decisions were the 
result of managerial direction rather than seriously influencing the decision to 
adopt. 
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The process of distillation in this research journey revealed that the critical direct 
driver of technology adoption in these firms was its leadership. This was 
primarily so because of the small autonomous nature of the firms in the study. 
This brings to the fore another important strength of the project. While there has 
been considerable research as previously discussed about technology adoption in 
large and small firms, owner-managed small firms have largely been ignored in 
the technology adoption discourse. 
 
This thesis provides a model which emphasizes that where leaders of small firms 
are the owners themselves, this presents some unique challenges for innovative 
behaviour. First of all, the small size of the firms usually produces a simple 
management structure and hierarchy which allows for less bureaucracy and faster 
decision-making. This may on the surface appear to be a positive element 
however it also means that hasty decision-making at the whim of a leader’s 
preferences, or lethargic decision-making based on a leader’s dislikes are likely to 
become characteristic of the firm’s behaviour. 
 
The second issue is that as the owners of small firms these top executives have an 
immediate stake in the outcome of business activities. They are more likely to 
personalize decision-making rather than yield to the more strategic logic that will 
lead to greater long-term benefits. The bottom line of these two issues is that these 
leaders may be initiators or barriers to technology adoption based on their attitude 
to technology. 
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Having identified that the leadership element is most critical to technology 
adoption in owner-managed small firms, this research moved to a more detailed 
approach in identifying what firms were at various levels of adoption and what 
type of leader was responsible for the firm’s position along the adoption 
hierarchy. While there has been previous research on stages of adoption, much of 
this research has been focused on the sequential adoption of specific technological 
innovations (see for example Cooper and Zmud, 1990; Damanpour, 1991; Daniel 
et al. 2002; Aquila-Obra and Padilla-Melendez, 2006). This research however 
takes a hierarchical approach which illustrates different technology adoption 
processes and therefore provides a macro approach to this conceptualization. 
 
The major theoretical development is that the work goes on to develop leadership 
typologies at each level of adoption, which has never been done before. It must be 
stated that there were a few odd cases in the interviews which did not match the 
criteria of a particular typology based on the variables which were used to create 
the types of leaders. These were however in the minority and sufficiently resonant 
themes could be identified across interview manuscripts to make these bold 
conclusions. This takes the research a step further than previous research which 
identified the importance of leadership in innovation diffusion and adoption (see 
for example Thong and Yap, 1995; Peterson et al. 2009). Much of this body of 
work focused on the initial adoption of innovation in general or on a single 
innovation.  
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The development of leadership typologies is particularly useful as the generic 
transactional and transformational typologies were limited in their application to a 
hierarchical adoption model. For example the constructs identified in 
transformational leadership research did not directly apply to innovative 
behaviour with the exception of intellectual stimulation, which has been used in 
the development of this model. Additionally there were important variables which 
were not captured in these generic typologies but applied to the innovative 
behaviour of leaders such as technology experience and innovative family 
behaviour. 
 
In the case of owner-managed small firms where the leadership element is most 
critical, it is of paramount importance that an applicable set of classifications 
which consider more technologically related variables be advanced in order to 
understand why some firms are at higher levels than others. This was particularly 
interesting in the travel context, where firms were faced with significant changes 
globally which could affect their level of importance. Even with impending 
danger to the survival of businesses, some firms were still at relatively low levels 
of adoption along the hierarchy and it was interesting to understand why this was 
so in such an information intensive industry. Although the study focused on travel 
firms, its contribution may be generalized to the extent that firms in other 
information intensive industries which are small and managed by their owners 
may learn lessons about leadership drivers and barriers to technology adoption. 
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7.5.1 Practical Implications of the Model 
The model provides useful information for small owner-managed firms in the 
travel industry as well as those with similar characteristics in other information 
intensive industries. The leadership typologies presented are instructive to firms 
aiming to become more competitive. They point to key variables which explain 
individual attitudes and behaviours regarding technology adoption in firms and 
can enable industry practitioners to aim for the highest level of transformational 
leadership and become as proactive as the transformers in anticipating 
competitive challenges and opportunities.  
 
Owner-managers of small travel firms are now able to explore their leadership 
style and traits through the lens of this study and assess whether their approaches 
to operations and strategy are directly linked to education, technology experience, 
work experience, family composition, risk aversion or level of intellectual 
stimulation (openness to new ideas from employees) which they provide in their 
firms. The ability to change one or more of these variables may result in a change 
in decision-making related to technological innovations and more specifically 
online selling. These implications are further discussed in Chapter 8. 
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7.5.2 Limitations of the Model 
While the model makes a significant contribution to the understanding of 
leadership influence in levels of technology adoption, it does not do so without its 
share of limitations. The first is that although there is transferable potential in this 
work, the study was only conducted on small owner-managed firms in the travel 
industry for one country. Additionally in designing the leadership typologies, 
there were two outliers in the data set for two of the typologies.  
 
The first issue may be addressed through the acknowledgement that the 
transferable nature of this work extends only to similar companies, similar 
industries and similar developing countries. Companies which are small, owner-
managed and operating in information intensive industries tend to typify the large 
number of firms in developing countries. 
 
The second more theoretically important issue is overridden by the resonance of 
the key themes emerging for the respondents in each leadership grouping. While 
there were differences in the variables for one respondent in each of two groups, a 
pattern in the overall responses was still clearly identified and the robustness of 
the findings was not compromised. Further research may explain deviations from 
these clear groupings. 
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7.6 Originality and Contribution 
This thesis is original in its contribution in a number of ways. Firstly it posits that 
a holistic approach must be taken to research on technology adoption in firms, 
before key determinants are identified. This argument challenges the traditional 
reductionist approaches to technology adoption studies which have been guided 
by the positivist paradigm. An open, more inclusive approach, which is facilitated 
by Critical Theory allows for attendant or subliminal issues to be addressed 
before a process of distillation allows for a clearer perspective on critical 
emergent factors. 
 
A second important contribution is to the conceptualization of staged technology 
adoption through a synthesis of leadership characteristics and typologies that 
drive the movement of firms along a hierarchy of adoption. Much of the previous 
research identified sequential, horizontal stages of adoption for single 
innovations.  
 
While this is not the only hierarchical representation of technology adoption, there 
is a certain degree of novelty in the coalescing of variables that drive movement 
to the next stage of adoption into clear typologies. Fundamentally this resulted in 
a valuable contribution to transformational leadership theory. The results of this 
study revealed that while generic classifications of leadership have demonstrable 
value in explaining leaders’ abilities as change agents, they were not sufficient to 
explain how leadership influenced staged technology adoption along an adoption 
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hierarchy for small, owner-managed firms. The model in figure 7.7 responds to 
this gap by further disaggregating these two generic typologies and creating 
smaller leadership typologies within the transactional/transformational paradigm 
that have greater application in the technology adoption discourse.
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8.1 Introduction 
In chapter 7 there was an explanation of how constructs in the study were 
conceptualized. In addition a detailed breakdown of each component of the model 
which emerged in figure 7.7 was carried out to clearly explain this work’s 
contribution to theory. This chapter will now aim to show how the objectives of 
the study have been met and what implications these will have for practice as well 
as theory. Areas for future research will also be proposed. 
 
The main aim of the research investigation was to critically assess the multiplicity 
of drivers for technology adoption based on the literature and distil these to 
identify the central driver, as well as secondary drivers. This was with a view to 
identifying those firms which are most likely or least likely to adopt various forms 
of technology and to create a model which demonstrates how firms move through 
stages of adoption. 
 
8.2 Meeting the Objectives 
The objectives of this study which were first introduced in chapter 1, will be 
addressed individually in terms of how each was treated throughout the various 
stages of the research process. The specific objectives in the study were: 
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1. To examine the combination of antecedents and drivers for various levels 
of technology adoption in travel firms. 
 
2. To investigate the relationship between Ownership/Leadership and 
technology adoption in owner-managed small firms. 
 
3. To investigate the influence of internal firm factors such as strategy and 
resources in technology adoption in owner-managed small firms. 
 
4. To investigate external firm factors such as the digital divide and culture in 
technology adoption in owner-managed small firms. 
 
 
5. To develop a model of technology adoption for owner-managed small 
travel firms that identifies the characteristics of leaders and firms at 
varying levels of technology adoption. 
 
The conclusions for each objective will now be discussed and the challenges with 
meeting these objectives highlighted. 
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8.2.1    To examine the combination of antecedents and drivers for various levels 
of technology adoption in travel firms. 
Technology adoption in firms was conceptualized as demonstrated in figure 2.1. 
In this demonstration a simple map of the discussions in the literature on 
technology adoption was charted. Macro factors such as culture and the digital 
divide were seen to influence the behaviour of individuals. These individuals who 
were owners and leaders of firms would then influence technology adoption in 
those firms through strategy formulation and resource allocation. This framework 
was however a simple representation of a combination of theories which were 
initially brought together to attempt to identify linear relationships.  
 
The findings of this research facilitated a re-conceptualization of the leadership 
element in the technology adoption discourse through an identification of 
leadership characteristics at each level of technology adoption. The key adoption 
being investigated was online selling practices; this was the highest level of 
adoption by any of the respondents in the study however only two of the firms 
were at this level. One firm was at the initiation phase of this adoption while the 
other was at the implementation phase. Social media adoption was also included 
as an aspirational level of adoption as none of the firms in the sample were using 
this tool for sales or marketing. 
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The need therefore emerged to have a theory which guided the discussion of these 
relationships. Fundamentally technology adoption behaviour in these 
organizations related to how decisions were made about what technologies to 
adopt and how to implement and sustain their use. The theory of Organizational 
Decision-Making was therefore explored to gain insights into how decisions 
which affected the strategic future of organizations were conceptualized in 
previous research. This theory highlighted that the key to unravelling the 
complexity of decision making in organizations was to disaggregate the decision-
making process in such a way that the individual decision-makers become the 
focus. 
 
Through three major categorizations theorists identified the decision-maker as 
actor, creator and carrier. The actor refers to a decision-maker who is reactive and 
responds to situations while the creator is an innovative-minded individual who is 
proactive. The carrier is simply a decision-maker who brings previous 
experiences to the decision-making process. This latter category could also apply 
to actors and creators. Based on these conceptualizations figure 2.2 was 
developed as a framework which demonstrated how decision-making took place 
in firms and how this ultimately affected technology adoption. While this was an 
output framework from the secondary data analysis it served as an input 
framework for the primary data collection. 
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The framework essentially posits that ownership as well as leadership, influenced 
by previous experiences, affects firm structure such as size, control and division. 
Also they influence creativity and risk-taking as elements of entrepreneurship and 
leadership issues such as motivation, stimulation, charisma and strategic change. 
The trickle-down effect is that strategy formulation, implementation and resource 
allocation are affected by these elements. Ultimately firm behaviour in terms of 
input, processes and output are influenced and this affects innovation adoption 
(Victorino et al. 2006).  
 
The notion expressed earlier that an understanding of individual decision-making 
could demystify organizational decision-making was particularly resonant in this 
study where the entire sample involved owner-managed small firms. In the case 
of these firms decision-making did not involve complicated bureaucratic 
processes but rather simple personally driven choices that reflected the 
preferences of owners as demonstrated in their management focus. This differs 
from firms which do not have owner-managers, as the key variables in this study 
such as technology experience, family composition and risk aversion would have 
had less significance in a firm which is not as dependent on the direction of one 
decision-maker. This highlighted the need to pay particular attention to ownership 
and leadership issues in this research. 
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8.2.2 To investigate the relationship between Ownership/Leadership and 
 technology adoption in owner-managed small firms. 
The ownership and leadership constructs were coalesced in this study in light of 
the fact that owner-managers were the subject of the study. Much of their 
leadership decisions were influenced by the fact that they had a personal stake in 
the business. In fact many of them were operating their businesses as an extension 
of themselves. The leadership element then became dominant in the investigation 
as it was seen to have a significant effect on adoption behaviour. This indicates 
that technology adoption depends on their overall ICT understanding. 
 
Phase 1 of the primary investigation revealed that the perceptions of these owner-
managers did not generally favour a greater use of internet technology in sales 
and marketing efforts. They typically felt that such technological investments 
were high-risk and yielded low returns on investments. Of particular interest was 
the fact that they were able to identify some potential benefits of using the internet 
such as speed, convenience and efficiency but this did not outweigh the perceived 
psychological risk of becoming too dependent on the internet. This they felt 
would mean that they would lose the strength of their personal interaction with 
clients. A few exceptional respondents had differing perceptions which led to a 
greater openness and intention to increase adoption. Their views suggested that 
the use of multiple platforms was the best approach. In this way personal contact 
would be maintained for those clients who required this, while new platforms 
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could be created for more technologically savvy customers. These views were 
influenced by differences in education, technology experience, work experience, 
family background and risk aversion. 
 
With owner-managers playing such a critical role in the decision-making 
processes of their firms, the need emerged to understand what shaped their 
perceptions and ultimately their leadership approach. A second phase of primary 
investigation focused on two dominant leadership types of transactional and 
transformational leadership through qualitative enquiry. Of the four key 
constructs from the most substantive work in the area of transformational 
leadership (Bass and Avolio, 2003), intellectual stimulation emerged as the most 
influential in the technology adoption discourse. This construct was measured 
through responses about a leader’s openness to receiving new ideas from 
employees. All, with the exception of two respondents articulated that they did 
not encourage an environment in which employees could share ideas. They were 
more interested in employees simply focusing on daily tasks. 
 
Individualized consideration, idealized influence and inspiration are all related to 
creating an atmosphere of admiration, respect and kinship to the leader. Although 
there was no difference between respondents in these areas, the intellectual 
stimulation construct showed that the more innovative-minded owner-managers 
were different and ranked higher in this area. 
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An intellectually stimulating leader helps followers to become more innovative 
and creative by being open to their ideas. An exploration of the other three 
constructs was important to be able to clearly identify if these leaders would fit 
into any of these two leadership categories based on all four constructs.  While the 
previous three demonstrate the likelihood of followers aligning themselves to the 
goals of the leader, the only one which addresses a cognitive and behavioral 
change in the follower is intellectual stimulation.  
 
This meant that with only one construct having resonance, the general categories 
of transformational and transactional leadership were not sufficient to identify 
leaders which influenced various levels of technology adoption. While it is 
accepted in this work that it takes a transformational approach to move the firm 
higher up on the technology adoption hierarchy, a further disaggregation was 
needed to clearly demonstrate leadership typologies which emerged from the 
findings at each level of adoption. These typologies were a composite of the 
intellectual stimulation component (openness to employees’ ideas) of 
transformational leadership as well as variables such as the level and type of 
formal education, technology experience, previous work experience, family 
composition and risk aversion. The emergent typologies were resistors, 
caretakers, stabilizers, reactors and transformers, which will be further 
explained in section 8.2.5.  
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8.2.3 To investigate the influence of internal firm factors such as strategy and 
 resources in technology adoption in owner-managed small firms. 
An exploration of internal factors such as strategy and resources was necessitated 
by previous works which stated that a firm’s resource capabilities (Barrney, 2001; 
Kraajenbrink e al. 2010) and its strategy decisions (David, 2007; Stonehouse and 
Snowdon, 2007) affect its behaviour. The factors were explored through 
secondary and primary data and the analysis reveals that throughout the process of 
distillation to identify the key driver of technology adoption for firms with these 
characteristics, strategy and resources were not central factors. They are not 
dismissed in this study however as they are peripheral contributors in the sense 
that they are used by leaders to affect technology adoption processes but they do 
not provide the genesis for these processes. In many ways they emerge as a result 
of leadership behaviours and capability rather than drivers in and of themselves. 
They may turn out to be more influential in contexts which are different but for 
the purposes of small, owner-managed firms in information intensive industries 
they are more pawns in technology decisions rather than key determinants. 
 
The exploration of these internal factors through primary data collection with all 
owner-managed travel firms in Jamaica revealed that there was no clear strategy 
which influenced technology adoption behaviour. It could be inferred that many 
firms essentially engaged in a hi-touch strategy (intense personal interaction) and 
feared that they could suffer from a perceived psychological risk of dependency 
on technology as posited by Eastlick and Lotz, (1999). They held the view that 
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much of their clientele, as influenced by culture, was more inclined to place a 
high value on personal interaction. Additionally owner-managers felt that a hi-
tech and hi-touch strategy were incompatible. 
 
From a resource perspective owner-managers indicated that they face human and 
financial resource constraints. Many owner-managers implied however that they 
did not feel that there were other technologies which they needed but could not 
have because of limited resources. In simpler terms even if they had the resources 
they may not be inclined to adopt more technologies. The implication is that the 
decision of how to allocate already limited resources, are the sole purview of 
owner-managers.  
 
The tendency to prioritize spending in areas other than technology adoption was a 
reflection of the individual leader’s preferences and comfort zone. As 
demonstrated in chapter 4, most respondents saw that there were potential benefits 
of greater technology adoption for their firms, however their own technology 
understanding and capability influenced adoption decisions. In the final analysis 
firm strategy and resources did not sufficiently explain differences in adoption 
behaviour in the firms. These factors were especially insignificant in explaining 
why some firms were at different levels of the technology adoption hierarchy as 
strategies and resource constraints were not heterogeneous enough to answer the 
question of why some firms were more technologically advanced than others. 
These internal factors emerged as a product of differences in the leadership of 
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these small, owner-managed travel firms rather than as significant input factors 
into the decision to adopt newer technologies.  
 
8.2.4 To investigate external firm factors such as the digital divide and culture 
 in technology adoption in owner-managed small firms. 
 
It was found in this study that contextual issues such as culture and the digital 
divide may explain overall industry behaviour but they are inadequate in 
explaining differences in behaviour among firms within the same society. The 
constructs assessed were values, norms, traditions and social interactions. The 
firms investigated are faced with similar external environments in which to 
operate and yet they make different choices operationally and strategically.  
 
The examination of culture as a factor revealed that firms were operating in a 
relationship oriented society where friendships and familiarity influenced business 
relationships. In addition to a relationship orientation, the national culture had an 
impact in that it promoted traditionalism with strict adherence to norms within the 
society. This had implications for firm behaviour as well as consumer behaviour 
and made it more difficult to make strategic decisions which required a deviation 
from these norms. The most important point however is that these cultural factors 
at the national level were experienced by all members of the sample which 
indicates that they may not be used to explain individual differences in firm 
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adoption behaviour. A more determining element of culture stemmed from the 
sub-cultural influence of the family. 
 
The composition of the family played a role in firm technology adoption through 
its influence on leaders of these firms. While the family background of employees 
may also have shaped their views it was deemed to be more important to assess its 
influence on leadership in the context of small owner-managed firms where 
leaders make unilateral decisions about innovation. It was found that family 
composition played a role especially in separating high adopters from those at the 
bottom of the adoption hierarchy.  
 
Owner-managers who had family members living in the same household who 
were engaging in innovative behaviour were more open to innovative ideas and 
were more likely to introduce innovation in the firms. Although the influence of 
the family as a subculture explained larger disparities it did not offer an 
explanation for subtle differences between leadership categories. For example 
there were moderate adopters and high adopters who had family composition in 
common. This means that this variable must be used in combination with other 
variables to explain variances.  
 
The firms in the sample had equal access to technological resources and faced 
similar challenges in terms of the content and learning divides. This made the 
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digital divide an even less significant context factor in explaining firm adoption 
behaviour.  
 
A global divide is more evident than one which is internal to the country in the 
business context. In light of this fact these travel firms may reintroduce 
themselves as being relevant through bridging the technological divide (Minghetti 
and Buhalis, 2010) and communication gap (Maurer and Lutz, 2011) which exists 
between the destination and its more developed tourist generating countries such 
as the United States and the United Kingdom. This may be done through the use 
of covertly induced and autonomous agents such as the internet (Grovers et al. 
2007). 
 
An even amount of exposure to similar context factors means that their 
explanatory potential has been diminished in understanding technology adoption 
differences in the firms. Due to the fairly even influence of these factors on the 
firms within the society, they are instructive only to the extent that they can 
provide an enlightened approach to industry restructuring. This particular 
objective was primarily to determine whether these factors influence the 
individual adoption decisions of small owner-managed travel firms. 
Overwhelmingly these factors emerged as peripheral and culture only provided a 
sub-element of the key determinant which emerged as leadership. 
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8.2.5 To develop a model of staged technology adoption for owner-managed 
 small travel firms that identifies the characteristics of leaders and firms 
 at varying levels of technology adoption. 
This objective is the most significant one as it aims to create an output model that 
encapsulates the work’s contribution to theory. The findings highlight that these 
firms are essentially extensions of their individual leaders who are the owners of 
these firms and make all central and peripheral decisions about inputs, processes 
and outputs. These decisions typically reflect their individual preferences and 
experiences. This model as demonstrated in figure 7.7 contributes to two main 
theoretical areas. 
 
The first is in the debate on stages of technology adoption. A key observation is 
that the body of research on stages of adoption usually takes a sequential 
continuum approach to understanding singular innovations. This is a useful 
approach, however much of it does not take into account multiple levels of 
adoption (see for example Daniel, 2002; Aquila-Obra and Padilla-Melendez 
2006). 
 
For the purposes of this research there was a need to conceptualize some 
technology adoption stages which represented a more holistic demonstration of 
technology adoption within firms. As opposed to previous approaches this 
conceptualization does not only consider single innovations and accompanying 
sequential processes but uses a hierarchical approach to highlight different levels 
Chapter 8                                                                            Conclusions and Implications    
 
306 
 
of adoption with each level representing a more cutting-edge type of adoption. 
This was based on the findings of the research for the firms in the sample. While 
this is not the main focus of this study, it was necessary to develop a hierarchy 
that corresponds to the new leadership typologies being advanced. Each stage of 
adoption refers to back office use and ultimately sales and marketing use at that 
level. These are stated in this research as computer adopters, internet adopters, 
website adopters, e-commerce adopters and social media adopters.  
 
Along the hierarchy each stage is treated as a precondition for subsequent stages 
as emphasized in the innovation interdependence literature (Moital et al., 2009). 
Computer adopters are those firms which only use the computer technology for 
back office functions as well as GDS use. Internet adopters simply engage in 
emailing and web browsing. Website adopters are firms which use the online 
platforms for general and marketing information while e-commerce adopters 
transact payments using these platforms. Social media adopters refer to those 
firms using social media for sales and marketing. It must be noted that each level 
of adoption is conceptualized as being in an initiation phase or implementation 
phase.  
 
The second and more profound contribution is the creation of new leadership 
typologies that apply specifically to these previously identified hierarchical levels 
of technology adoption in owner-managed small firms. The relationship between 
each leadership typology and level of adoption may be seen in figure 7.7. While 
Chapter 8                                                                            Conclusions and Implications    
 
307 
 
there has been some research which has recognized the influence of leadership 
traits on small business adoption (see for example Thong and Yap, 1995; Peterson 
et al. 2009), this research failed to identify leadership characteristics as a driver of 
each stage of adoption. Rather the body of research has recognized leadership as 
contributory in overall IT adoption in small start-up firms.  
 
This research through an emphasis on owner-managed small firms advances the 
debate on staged technology adoption and the leadership typologies that influence 
each stage. The names of the leadership typologies which have emerged reflect 
the characteristics of the leaders in that category. 
 
The typologies which have emerged are referred to as resistors, caretakers, 
stabilizers, reactors and transformers and are demonstrated in chapter 7. These 
typologies and the model in general are original in that this is the first work that 
has disaggregated generally accepted leadership categorizations to create a model 
that reflects leadership influence at each stage of a hierarchical technology 
adoption structure.  
 
While there were six key variables which influenced leadership, there were 
noticeable differences for which variables were most influential at each stage of 
adoption. The key leadership variable in moving the firm from computer adoption 
to internet adoption was education. Their education level was typically higher 
with leaders having done some post-secondary studies. For website adopters, the 
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leadership variables which were most influential were education, risk-taking and 
family background. In comparison to the previous category they had university 
qualifications, active technology use at home and were medium risk-takers.  
 
In order to move a firm from website adoption (general information) to 
ecommerce adoption the dominant variables were technology experience, industry 
experience and type of education. The leader typically had moderate technology 
experience involving daily emailing and browsing, had diverse industry 
experience and had university education which was not limited to travel and 
tourism studies. The key variables which needed improvement for those at the 
ecommerce level and would likely move the firms to social media adoption were 
technology experience and risk-taking. Ecommerce adopter firms had leaders who 
were medium risk-takers and had moderate technology experience. High 
technology experience may reduce the perception of risk or at the very least 
increase the likelihood of taking such a risk having experienced the benefits of 
using online commerce platforms. This may be inferred from the most innovative-
minded respondent, who would still be at the ecommerce level, but who has 
intentions to explore social media options. This respondent already has high 
technology experience. 
 
Most importantly this model emerged out of a process of looking holistically at 
various factors that have been presented in previous research as drivers of 
technology adoption. This was facilitated through the lens of Critical Social 
Chapter 8                                                                            Conclusions and Implications    
 
309 
 
Science, which called for a more comprehensive assessment of a multiplicity of 
possibilities within the context of the study.  
 
The process of distillation in this research journey revealed that the critical direct 
driver of technology adoption in these firms was its leadership. This was 
primarily so because of the small autonomous nature of the firms in the study. 
This brings to the fore another important strength of the project. While there has 
been considerable research as previously discussed about technology adoption in 
large and small firms, owner-managed small firms have largely been ignored in 
the technology adoption discourse. 
 
8.3 Implications  
This section seeks to discuss the main theoretical and practical implications of this 
study. In terms of theory the work seeks to inform future research on staged 
hierarchical adoption and leadership typologies. Technology adoption theories as 
well as leadership theories will now be influenced by this research. The more 
practical implications surround the travel and tourism industry significance in the 
context of struggling travel firms. 
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8.3.1 Implications for Theory 
There are some key areas of emphasis in this thesis that will inform the future of 
the technology adoption discourse. These key areas are advanced below. 
 
 From a methodological standpoint the work argues against reductionist 
approaches to technology adoption studies and advocates for approaches 
such as those facilitated by a Critical Social Science Philosophy. This 
ultimately allows for attendant or subliminal issues to be addressed before 
a process of distillation allows for a clearer perspective on critical 
emergent factors. 
 
 This work emphasizes that there are unique challenges for innovative 
behaviour in small firms where leadership and ownership coincide (ie. 
owner-managed firms).  
 
 Size of the firm and the simplicity of the management and decision-
making structure emphasize the leadership role. 
 
 Owner-managers are personally attached to their businesses and rarely 
delegate key decisions such as the adoption of a new technology. 
Fundamentally this means that leaders in these firms will either stimulate 
adoption behaviour or restrict adoption behaviour. This work provides a 
more detailed analysis than previous works on specific leadership 
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typologies that drive different levels of adoption in firms with similar 
external characteristics. 
 
 The major theoretical development is that the work develops leadership 
typologies at each level of adoption, which has never been done before.  
The development of leadership typologies is particularly useful as the 
generic transactional and transformational typologies were limited in their 
application to a hierarchical adoption model. The implication is that in 
order for ICT adoption and competitiveness to be improved in small 
owner-managed travel firms, one or more of the identified leadership 
variables must be adjusted. 
 
 
This also resulted in a valuable contribution to transformational leadership theory. 
The results of this study revealed that while generic classifications of leadership 
have demonstrable value in explaining leaders’ abilities as change agents, they 
were not sufficient to explain how leadership influenced staged technology 
adoption along an adoption hierarchy for small, owner-managed firms. In the final 
analysis this thesis has developed an applicable set of classifications which 
consider more technologically related variables to be advanced from a leadership 
perspective in order to understand why some firms are at higher levels than 
others. This model is transferable only to the extent that firms are small, owner-
managed and operate in a common context as it relates to the digital divide and 
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culture. This means that comparative research across cultures or societies may 
require different conceptualizations.  
 
8.3.2 Implications for Practice 
The findings of this research provide some useful insights for practitioners as 
well. This is particularly important in a context where travel agencies were facing 
significant challenges with drastic commission reductions that saw the number of 
firms decline from 105 to 43 over the period of 1999-2009. During that time there 
were very few changes to operational procedures in these firms over this period 
despite the changes which were taking place in the global market place. The most 
static area of operations related to technology use. Subsequent to the adoption of 
Global Distribution Systems (primarily Sabre and Amadeus) in the 1990s, there 
was very little new adoption of technologies in particular those which have a 
direct impact on sales and marketing.  
 
The implications of this research point to a need for these firms, as well as firms 
facing similar conditions to assess the kind of leadership being provided. Based 
on the variables highlighted such as technology experience, education, type of 
industry experience, family composition, risk aversion and intellectual 
stimulation, owner-managed small firms may improve on variables which are 
controllable. This may include improving experience with technologies, education 
levels or the provision of an intellectually stimulating work environment. While 
this research agrees that the same level of technology adoption may not be suited 
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for all firms it advocates that leaders should be less resistant to exploring ideas of 
a radical transformation of their business processes, which may include greater 
adoption. Ultimately such openness will yield more competitive strategies. 
 
 
8.4 Future Research 
There are many areas for future research in this field. It is hoped that this research 
will inspire research that is more holistic in assessing the determinants of 
technology adoption. One key area which may be explored further is an 
investigation into the role of transformational leadership in technology adoption 
for large firms. Additionally this may be assessed in a developed country context 
to identify whether there are key differences.  
 
A comparative study across cultures may be insightful in uncovering the influence 
of culture and digital divide issues. Particularly within the tourism context there is 
room for greater research on leadership issues of firms in destination countries 
and firms from which their business tourists originate in more developed 
countries. Future research could benefit from quantitative analysis of the variables 
and typologies in this study in multiple environments. 
 
There were also limitations in this study which may be addressed in further 
research. For example a deeper investigation into the quality of the education of 
the leaders based on the universities attended may be useful. Additionally while 
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this study identified that those leaders with a greater variety of industry 
experience were more open to advanced business practices, further research could 
examine which industries were particularly influential in creating the open-
mindedness which was needed for innovative behaviour. 
 
8.5 Personal Reflection 
The research journey was one that brought many decision points. Many of these 
decisions related to the target sample and overall research design. One of the key 
considerations was how the researcher would be involved in the process while 
managing preconceptions and biases. As a lecturer at the University of the West 
Indies, who had previous interaction with the travel agencies in the study, a 
recurring challenge was my own pro-innovation bias as an eTourism academic. 
This coupled with preconceived notions that the agencies were low adopters, who 
had very little intention of climbing the adoption hierarchy had to be carefully 
managed. 
 
An important element of the research design was the decision to adopt a 
qualitative approach. This more open approach to understanding the drivers as 
opposed to a more quantitative reductionist approach allowed for underlying ideas 
to emerge. This was not without its own challenges however as the subjective 
nature of qualitative research requires a greater involvement of the researcher in 
the process in order for deeper layers to be unearthed. This was however 
mitigated through a constant and acute awareness of how my professional 
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affiliation has situated me in this particular research project. Fundamentally each 
firm was assessed on its own merit through allowing owner-managers to comment 
on a needs assessment as it related to what they felt were the specific technology 
needs of the firm. Overall I am satisfied and confident that the research process 
facilitated an outcome that was a true representation of the data gathered from in-
depth interviews and that the analysis was based solely on what the findings 
confirmed or disconfirmed.  
 
8.6 Final Remarks  
At the beginning of this research process it was evident that technology adoption 
studies were already very popular. While this made it challenging to identify the 
gaps in the research it was also a positive. It was positive in that it provided a 
wealth of literature which allowed for the ability to start with a comprehensive 
framework. This involved the identification of relationships across disciplines and 
then the subsequent distillation and synthesis of ideas.  
 
The convergence of leadership and technology adoption in itself is not new 
however the identification of distinctive characteristics of leaders who stimulate 
each new level of adoption along an adoption hierarchy in firms is one step closer 
to understanding the determinants of technology adoption. This was previously 
lacking particularly for small, owner-managed travel firms. Additionally most 
adoption theories make the claim that adoption is a radical process; this research 
however contends that this process is not as radical as previously posited. It is one 
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that requires incremental change at each level of adoption through key leadership 
variables. 
 
The final product which has emerged is new in concept and in context. 
Conceptually this is the first study to design a model that creates and illustrates 
new leadership typologies at each level of technology adoption along an adoption 
hierarchy. This type of study is new to mainstream research and even more so to 
the tourism context. The emphasis on travel agencies has now opened up avenues 
for similar research on small tourism supply firms such as small owner-managed 
hotels. This kind of research is also completely new in the Caribbean and will no 
doubt influence a wave of e-tourism research in the region. This will inform an 
understanding that for the region to be competitive, greater ICT adoption may 
facilitate this if challenges in technology experience and education are addressed. 
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Interview Brief 
The following interview is a data collection instrument being used to gather 
information on technology adoption in firms towards the completion of a PhD. It 
aims to determine the drivers and barriers to the adoption of online selling 
practices in particular. While these questions are a guide, participants should feel 
free to elaborate on related issues. 
 
Firm Characteristics 
1. Please tell me about your background 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
2. Please tell me about the company’s background  
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
3. Please state your position in this company 
  ________________________________________________ 
 
4. Your highest level of qualification is: 
Secondary          Certificate         Diploma         Bachelor         Masters 
 
5. How long has this firm been in operation?  ________ 
6. How many employees do you have?   _________ 
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7. This company is involved in the sale of:  (Tick as many boxes as would 
apply and estimate the percentage of sales) 
Flights                                   %__________ 
Cruises                                   % __________ 
Tours                                      %___________ 
Accommodation                     %___________ 
Other _____________ 
 
8. The markets being served by this company are:  (Tick as many boxes as 
would apply and state market percentages) 
Inbound leisure traveler                             %___________ 
Inbound business traveler                           %___________ 
Outbound leisure traveler                           %___________ 
Outbound business traveler                         %___________ 
 
Technology Use 
 
 
 
9. You would consider Computer Technology use in this firm to be: 
Very High               High             Average    Low          Very Low 
 
 
10. When was this first introduced? 
__________________ 
 
This section is intended to identify your current use of computer technology in general. 
Computer Technology here may be identified as any hardware or software system used to 
help with tasks. 
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11. What are these computers used for? 
____________________________________________________________
____________________________________________________________ 
 
12. How many computer terminals does the company have? ___________ 
 
13. How many laptop computers does the company have? ____________ 
 
14. Do you use Global Distribution Systems from international firms? 
Yes  No 
 
15. What percentage of your sales is done using a GDS? ___________ 
 
Choose the most appropriate score for items 16-18: 
1= Very important, 2= Important, 3= Unimportant, 4= Very 
Unimportant. 
 1 2 3 4 
16. How important is technology in sales and marketing? 
 
    
17. How important is a website to your company? 
 
    
18. How important is technology training for sales staff? 
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Website Use 
 
 
19. You would say that your company website is: 
 Very Active         Active          Inactive  We do not have a website 
 
20. If your company has a website, it is used mainly for: 
General Information       Marketing Information            Online Booking 
 
21. The role of website information in influencing offline bookings is: 
Very Important Important   Unimportant       Very Unimportant 
 
22. What percentage of offline bookings is influenced by the company 
website? _________ 
 
23. What is the main role of internet use in your firm? 
Email              Information search       Social Networking           Sales  
Other_________ 
 
Please explain your answer 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
24. What percentage of sales is done using the internet? ___________ 
 
This section is intended to identify your current website use for marketing and sales-related tasks. In 
addition your use of social media sites is also explored. 
Appendix I                                     Phase 1-Interview Instrument    
368 
 
25. What other technologies do you use to assist with sales? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Choose the most appropriate score for items 26-28: 
1= Very important, 2= Important, 3= Unimportant, 4 =Very 
Unimportant. 
 1 2 3 4 
26. How important is the internet in sales and marketing? 
 
    
27. How important is the online market to the company? 
 
    
28. How important is internet training for sales staff? 
 
    
 
 
29. Please choose the score that applies to your level of agreement 
1=Totally Agree, 2= Agree, 3= Uncertain, 4= Disagree, 5= Totally 
Disagree 
 1 2 3 4 5 
The Internet promotes faster work 
 
     
The Internet makes work simpler 
 
     
It takes less effort to do work with the Internet 
 
     
The Internet improves the quality of the tasks 
 
     
The Internet  improves my image among competitors  
 
     
The Internet saves money for the company 
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Social Media 
30. Does the company have a Facebook account? 
Yes           No 
If yes, what is it used for? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
31. If yes, how many times per week is this used? __________ 
 
32. Is the company on twitter? 
Yes              No 
If yes, what is it used for? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
33. If yes, how many times per week is this used? __________ 
 
34. Does the company have a MySpace account? 
Yes            No 
If yes, what is it used for? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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35. If yes, how many times per week is this used? __________ 
 
Internet Adoption 
 
 
36. What is the process for introducing new internet technology in your firm? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
37. You would consider internet investments as being: 
High Risk           Medium Risk Low Risk 
 
38. How do you determine if investment in internet technology is worth the 
risk (time and money)? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
 
 
This section is intended to identify how internet technology is introduced and how the process of 
adopting the internet takes place. 
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39. What was the last internet technology adopted by the firm and why was 
this adopted? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
40. The benefits from adopting it: 
Exceed expectations      Meet expectations        Fall below expectations                        
Please explain your answer: 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
41. What challenges did you face in adopting it? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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Financial and Human Resources 
 
 
42. Please choose the score that applies to your level of agreement 
1=Totally Agree, 2= Agree, 3= Uncertain, 4= Disagree, 5= Totally 
Disagree 
 1 2 3 4 5 
The availability of money determines website adoption 
 
     
The availability of skilled employees influences website 
adoption 
 
     
The internet and website technologies being used are what 
this firm needs 
 
     
The employees of this firm have the necessary website skills 
for their tasks 
 
     
 
 
43.  Please explain each response above: 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
44. What other website technology would you like to invest in? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
This section is intended to identify the role of financial resources and human resources in the decision 
to adopt website technology. 
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45. How does the availability of money affect the ability to make this 
investment? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
46. How would you describe employees’ experience with learning to use 
website technologies? 
Very Difficult        Difficult           Average          Easy            Very Easy        
 
47. What type of website training do you provide for staff? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
Firm Strategy 
 
 
48. Tell me about your customers 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
49. What things are most important to your customers? 
____________________________________________________________
____________________________________________________________ 
This section is intended to understand the markets that you currently serve as well as target markets 
and how this affects your distribution and sales strategy. 
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50. How important is each of the following to your customers? 
 Very 
Important 
Important  Unimportant Very 
Unimportant 
Speed      
Convenience      
Personal interaction      
Accuracy      
Security      
Simple Processes      
 
 
 
51. How do you think online selling influences speed? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
52. How do you think online selling influences convenience? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
53. How do you think online selling influences convenience? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
54. How do you think online selling influences personal interaction? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
55. How do you think online selling influences accuracy? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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56. How do you think online selling influences security? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
57. How do you think online selling influences simple processes? 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
58. How do you think your customers would react to an increased use of 
online services? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
59. Do you know what website technologies your competitors are using? 
Yes                               No 
 
60. If yes, how do you feel about what they do? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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The Context of Operation 
 
 
61. How do you feel about the access to facilities provided in your country for 
website technologies such as bandwidth speed? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
62. How do you feel about the exposure of individuals to website technology 
in your society? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
63. How has your background (i.e. values, norms, traditions) shaped your 
view of website technologies? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
 
 
This section is intended to understand how factors in your country of operation may facilitate your 
decision to adopt some website technologies. 
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Leadership and Ownership 
 
 
 
64. How would you rank yourself as a risk-taker? 
Very low            Low     Neutral    High        Very high                   
Please explain: 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
65. On average how often do you use the internet and for what reasons? 
 
Once per week       Twice per week      Every other day  Everyday 
 
Reasons: 
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
66. How do you get employees to use new innovations such as website 
technology? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
This section is intended to understand more about your personal views regarding website 
technologies as the owner/manager in this firm. 
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67. How do you feel about the using incentives such as money to get 
employees to engage in tasks related to website use? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
68. How are decisions made about website technology use in this 
organization? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
69. How do you feel about the use of website technologies for online selling? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
70. How important is online selling as a means of gaining advantage over 
competitors? 
Very Important       Important           Unimportant         Very Unimportant  
Please explain: 
____________________________________________________________
____________________________________________________________ 
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71. How do you view the role of social networking sites in your business? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
72. How do you feel about the use of smart phones for business transactions? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
73. How do you feel about the role of virtual marketing in the future of your 
industry? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
 
Thank you for your time and effort in responding to these questions.
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Phase 2- Interview Instrument 
Interview Brief 
The following interview is a data collection instrument being used to gather 
information on the influence of leadership on technology adoption in firms, 
towards the completion of a PhD. It aims to determine the drivers and barriers to 
the adoption of online selling practices in particular. While these questions are a 
guide, participants should feel free to elaborate on related issues 
 
 
Personal Characteristics 
1. Please tell me more about your educational background, such as your 
areas of study and interests. 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
2. Please tell me more about your personal experience using the internet. 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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3. What things would you say influence your feelings about the risk of a new 
innovation in your company? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
4. Please describe your family make-up and their internet use. 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Idealized Influence 
5. How important would you say it is that your employees admire you and 
why? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
6. How important would you say it is that your employees respect you and 
why? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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7. How important would you say it is that your employees trust you and 
why? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Inspirational Motivation 
8. How do you make your expectations of employees clear to them? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
9. How do you get employees to understand your strategic/long-term vision? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
 
Intellectual Stimulation 
10. How do you encourage employees to come up with new ideas or new 
approaches to job tasks? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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11. How are problem solutions created in the firm (such as those related to the 
use of technologies and other innovations)? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Individualized consideration 
12. How do you encourage employees to perform well at their tasks? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
13. How do you get employees to understand a change in work processes such 
as the use of a new tool (internet)? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Agile Strategies 
14. How do you identify medium to long-term effects of the current decisions 
you make?  
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
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15. How do you prepare for the worst possible outcome of a decision? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
16. How do you identify when old approaches no longer work and new ones 
are needed? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
17. How do you identify when a strategy or an approach is right or wrong for 
your organization? 
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________
____________________________________________________________ 
 
Thank you for your cooperation 
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Summary of Online Adoption Models 
Moersch, (1995) Six stages:  
1. Information seeking 
2. Exploration 
3. Ecommerce adoption 
4. Integration and Content Processing 
5. Collaboration 
6. Refinement 
Burgess and Cooper (1998) Three stages: 
1. Electronic promotion of products 
2. Customer interaction 
3. Online orders, sales and payment 
Allcock et al. (1999) Four stages: 
1. Threshold (computer introduction) 
2. Beginner (limited networks) 
3. Intermediate (static websites) 
4. Advanced (email, intranet, extranet) 
Earl (2000) Six stages: 
1. Homepages (external communication) 
2. Internal Communication 
3. Online buying and Selling 
4. E-business conversion 
5. E-enterprise 
6. Continuous re-inventing 
Heeks (2000) Four stages: 
1. Simple email use 
2. Simple website use 
3. Online transactions 
4. Service Delivery 
Mackay et al. (2000) Six stages: 
1. No online presence 
2. Static online presence 
3. Interactive online presence 
4. Complete internet transactions 
5. Integration of front and back office 
6. Extended enterprise 
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Willcocks (2000) Four stages: 
1. Web page development 
2. Transaction system development 
3. Process integration 
4. E-business 
Wiertz (2001) Four stages: 
1. Access 
2. E-procurement 
3. Online promotions 
4. E-sales 
Daniel et al. (2002) Four stages: 
1. Developers (minimal ecommerce) 
2. Communicators 
3. Web presence 
4. Transactors 
Levy and Powell (2002) Four stages: 
1. Email and Informative websites 
2. Internal and external communication 
3. Business Networking 
4. Electronic data interchange systems 
Rayport andJaworski (2002) Three stages: 
1. Broadcast (static websites) 
2. Internet interaction with customers 
3. Online transactions 
Rao et al. (2003) Four stages: 
1. Web presence 
2. Two-way communication 
3. Online transactions 
4. Enterprise integration 
Chan and Swatman (2004) Four stages: 
1. Ecommerce adoption 
2. Centralized ecommerce 
3. New technologies 
4. Customer satisfaction 
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Beck et al. (2005) Four stages: 
1. Online advertising 
2. Online sales and after sales services 
3. Online procurement 
4. Electronic data interchange systems 
Gatautis andNeverauskas(2005) Three stages: 
1. Electronic data interchange systems 
2. Centralised ecommerce 
3. Global ecommerce 
Lefebvrea et al.(2005) Six stages: 
1. Ecommerce non-adopters 
2. Non-adopters with interest 
3. Electronic content creation 
4. Electronic transactions 
5. Complex electronic transactions 
6. Electronic collaboration 
Gandhi (2006) Four stages: 
1. Online promotions 
2. Online customer interaction 
3. Online ordering and payment 
4. Feedback and after sales services 
Al-Qirim (2007) Two stages: 
1. Starters (email and passive websites) 
2. Advanced  level (website sales) 
Chen and McQueen (2008) Four stages: 
1. Information search and email 
communication 
2. Static online marketing websites 
3. Online ordering with manual payment 
4. Online transactions and invoicing 
 
 
 
